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2 Improved performance by treinces already in rosponsible 
positions « week yrie Loan 

3 Development of 2 “body of ndmintovratt wae information 
_ will have goncral uso in the Dopartmonts | : 
4s sere iy from which botter training in Léministrative — 


i Bagh - Management will sproad throughout tho Peper ones 4 


, 


a) 


” ‘ A ¥ Page "4 
] fi i ’ 
? 


What a sclected trainoe my expect from wiser ec i a, 


ily es ean ay ey sido wi ah eho Coens 
indivicuals on problems of agricultural < cdministration. 
2e in opportunity to collect and present ocroblems of 
ie aacagh arias, from his own’ a oe Be seem 


Se’ 
4, 


COPOLTOY MAKING 9°. 
C. Me Cornelius, FHA 
Definition: 


Policy is an a xproved course or guide for administrative action. 


4 


Purpose: , 


Policy is the foundation for ordors, ruics, or instructions ‘and . |, ie 
governs situations for which there are no existing rogulations.e 


+, The purpdso for any policy is tc insure e uniform and consistcnt 
course of action. f 


‘ ‘ z . 


The boss = the top cxccutive or administrator. 

Sometimes legislation providos for an sdvisory Acemitkes or committces 
Anta to assist in developing policics. | 
to tow Leh lcvolaet Aga ASG ETE baOD page © are cencerned with over-all A ee 
policy. | | “ 

The Board of Tasker eed Tho Promiacnt of & company and his me. jor 
* exeoutives, The General Mane.gor and Department Chiefse 
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- How is policy developed? 


No one man develops policye 
By consultation up and down the line. 
From the oxperiences of cxecutives, supervisors end workers. 
By developing a tontetive policy end trying it out. 
Hit and misse 
By continual reviow in order te Nacht to changing conditions and 
necdse . ie 
By the decision or action of ene. in cuthcrity when dealing with es 
Siete tale wags situations. : 


What are ss difforont Worrs poe ORn) BO oxpressod? 


Pomeliy - i Exccutive Orders, Dopartmont Reguietions, Company Monucals, 
Public Pek ices: : . 
‘Informally - ilmost any statement by the "boss" is policy--tolcphone 
eps ods cen. 


How is the proper intorprotsticn of policy attcined? 


Pea statoncnts must ba) LOS. 7°) Rion adoretonaables 

Policy (its objective end one): must be explained and thoroughly 
discussed with each lower level of administration. 
Perhaps the bost wey to obtain vroper intcrpretstion of pcelicy is to 
got omployce pr public particip-ticn in tho formulation of the policy — 
when such is foa SAD10 » pe 


Wheat are seme of the oa ya nece of gcod policy? — 


Clear, concise end complete without being wordy» 
Based on sound principles. ete 
Fully recognizes problem and facts of situcticne 
Current ond up-to-date. el 
Ros.listic and workable. 
Developed ccopcrativaly. 

Announced in advance = earcfully oxplained and disoussod. 
Wr eeeone 


How cre eutie dsp sa Ie dctectod anc corrected? 


By observing and evaluating results.» | 
Weaknoss is cfton cvidonced by confusion, misunderstand ing and . 


inefficioncy. 
By good communication ond good relations throughout the hele 
organizations da Age ol raed 

By coment 1 revicwe 


a 


How do eperational decisions. change policy? 


Operational decisicns ro Clg Ely policy: oxpressod in “actions 
consistont with recognized policy they intorprot or apply atte 
in a conerctc wove "When jheonsistont with the stated cr accepted 
policy, oporeticnal decisions, in offoct, establish now: polteys . 
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Organization Principles and Delegation of Authority 


by 
Mark M. Kirkhom, BLE 


The major purpose of the organization must be clearly understocd. 


This purpose must be accepted by everyone in the organization. 
This purpose will ombrace the mission cf the crganization. It 
will lead to an expression cf the functions necessary to carry 
out the mission. 


The organization must be as simple as possible. 


‘Sir Henry Deterding, head cf the world-wide Royal Dutch Sholl 
says: "There is a mastcr kcy to success with which no man can 
fail. Its nemo is simplicity; simplicity I mcan in the sense 
of reducing to the simplest possible terms every problem that 
besets use Almost every man can -succoed if cnly he will 
simplify everything in his life. -- cvcerything that is com- 
plicntcd is wrong. Simplicity rulos everything worthwhilo." 
The orgonizaticn must net be breken down inte many smoll units. 
Each unit must justify itself. 


The organization must bo 


able to mcot now conditicns.e 


It must be flexible not statics It must be capable of being 

wolded into a team to tackle new, unforscen problems, The 
personnel should not becomo se identificd with their department 
thet they lose sight of the ovcrnll objectives. These ils cs che ks 
como first. Tho organization is e moans to cn end, net on ond in 
itsolf, The organization must have tho ability to grow or contract 
without fundamental or radiccl change. 


Bvory necessary futon must be ehosrly cee to a single unit 


of the orranizoticn. 
Dinter cbnercasnlds aint Lap cabo eae as a RBs 


This will assure tht every job is dene. It will provent duplication 
of effort ond overlapping responsibility which causes ental ne 
friction ond deley. Tho rosponsibilitics must be clcarecut and 
wolleundcrstocd, This will promote simpld routines and dircet 
effective action. \ 


The numbor of levels cf cuthority must be kopt at a minimun. 


Laycring couscs delnys, dissipation cf authority and less. of 
personal contact. The cffectivencss cf the crganization suffcrs, 
The “worker feols ineffective, for from’ recognition. 


2b; Wine x 
, bias ie t " 4 
Lite i Di wera Rye ¥ i 
- be Related aetivitios mst be coordinates (SRD ON 


There must be a ecnscious effert to tic together related activi an 
Procedure and vractico must be esta .\blished. - Thus theo. faeces 

will be unified. The efforts of all will bo directed towe 
producte The purpose will be roflizede This will aiso. pormit 4 
ostablishment of centralized scrvicc activitics. Those ectivitics 
save many housekecping dollarse 


7, Staff units must. porfcrm staff functions. 


Staffs adviso and suggest. They do not command, © ordor or diroct 
They assist the head of the organization. He may ‘take action 
on their suggestion. This beeaes his action, not the sta fits, 
In this way the staffs share in the ROsnenaT Uete ey, of overall | 
teguan re coordination and revicwe i ahve) 


; , F BH Vga 
8. The number of pcoplc Teper Rene to a supervisor or cxccutive must be. 
linitode male mile wat yas OF MON Sues cg : 


The number reporting should vary depending on the type of work 
ant -» sypervisorts job and his eapabilitics. Usually 5 to 10 is es 
a maximum number for executive werk. in rentlie, ee 
work this assur ae dneroaxsed to 20 or morce. This point is somet 
reforred to 4s ‘span of control", This nyeteete supervisory offe 
nesse It pomits tho full Covel opment of the workors | . ks 


9, Organization personnel must be scloctcd and acne Red fed their 
on the basis of interests, abilitics and knowledges 
ee OOWw OS 


This means square end round pogs “in the propor Wace openndg 
testing is now en established way cof finding "round" tee rsaue ree 
people. They can thon be assigned te the "round" or “square” j 
This docs not preclude the develcpment of goneralists, these. pe 
) with a broéd point of vicw aml wide oxpericnce, It dees nct pr 
the development of specialists, those people with highly ‘develop 
narrow skills. Tho porsonelity of a porson should be consider 
Introverts don't make gcod salesmen, It is very costly for high: 
specialized pocple to perform reutinc tasks. Unused aAbilitics a 
dollars down the @rain. Giving © mon a job ever his head is alee fe) 
costly, That's like trying to cut an acre cf grass with scissors 
Tho mon and his espabilitics must fit tho jcbe 


10. Rosponsibilitics and authoritics of orgenization porsonnel must bi 


writtcn ond cloarly uncderstord.e 


aE aa PAN puchoates Thoso Shana: ond (acunenv a prev y 
misunderstanding, friction, frustretion$ overlap and duplicatic 
These manuals might be looscloaf to be casy to koop up-to-date 
any ovent they must be kept up to dato. This keeps faith in th 
organization. It is rceognizod proof of continual matured ch 
The manual should be available to overycene in Lor 


' : ; er hh 


erscn must know who he reports to and who reports te hime 

. Everyone must know where he stands in the picturce There must be 
‘a. définite- line of cuthority thet is clecrly.understocd,. This 
will pormit placing responsibility with the assurance thet it will 
be carried outs It: wi il vent ans eas Henge > and conscquent 
lost motion, 


Responsibility must be matched by suthcrity. 


Unless action is taken to cssign authority along with responsibility 

exccutives might turn inte glorified mossengers. They might run back 

and forth to make certein that their propeseals mect with epproveal. 

This is a splended way to develop ineffective oxecutives. Don't 

give aman a job unless you give him the neccessary tocls too, Con- 
sider authority end respensibility as a toam. 


-Exccutives must rospect lings of authority 
cali Shncoke 


when dealing with 


Exooubives heve a penehalnt for by-possing supcrviscrs. They like 
to donl with pecple direct, They liko tc get quick ction, This, 
of ccurso, breaks dovm the line of nuthority. By the same tcken 
junior personnel should not be roquircd to cvaluate cr criticize 
senior personnel, fEvorything that influenecs the, junior omployee, 
such as promotions, wage changes and disciplimry acticn must be 
ak Mia by his immediate supericre To keep the supervisors 
role high, respect, ae 


Each person in the Teepe et must. have cne boss and cnly one boss, 


When this principle is nct anplied ccnfusion and frustration 
result. No man ean serve two mistcrs., 


Communication within the orgenization must be ecod --up, down 
——— 
anc sidcwoayse 


Traditionally cormmunicaticn’ is dewn. It is usuclly in the forn 
of orders. Recontly the idea, cf.cemauniecations geing up -= to 
the boss -=- has been intrceduced. Strangely cncugh pesplo at 
tower levols h-ve good ideas. ond legitimate beefs,...Hoaring thom 
out is senctincs like putting moncy in tho benk. Tho mon close 
to the nroblem usually kncws quite 2% bit about it. Horizontal or 
"sideways" communicaticn moroly means that you might talk over 
your -orcblans with your neighbor. This is cno wey of gotting 
good coordination between depertments, Communication ean be 
reclizod throug Hh any theusht transforring media whcthcr it be 
by Sight. or sound or & ecmbinaticn cf theme Communication 

» dowelops. understanding « 


fey 


17. Control must be evoke teas through attention to ae a rothor 


18, 


Uniform methods and procedurcs must | be install Led 4_whore possit 


Ponetont offort See bo cyonnaee bo find - potter 1 ay" ta a 
a task, Resulting stendardization will fie lear moro efficicnt } 
orgenizaticn. Various factors such cs training and experience 
of personnel, climatc, nature of the werk, work volume and Rae, 
particular foatures of the program must be earefully econsidored 
Precedurcs, should never be considered finel., 4 now machine ORT 
e new idoa may ehango thon et anytime. I a 


than reutine problcmse 


This is comncenly called “manegemont by exception", It is 
expressed in the idon, "take care cf the big things and the 
littlo things will ta eo caro of thonsolves". It is realistic 
in thet the exceutive is teo valuable to frittor away his tino 
on small details, Hiro « "fritterer" for this. Too many - 
supervisors require thet overy routine acticn flow across 
their ¢oske’ They bury their herd in detail and beecmo so 

uscd to the minor aspects of the work thet tho big problems 
stagger thon ond they cry for helpe, Another way ael saying 
this is "don't cateh the pennics 2s.the dollars roll by™. . 
Develop your supervisors by meking sure ‘they | got thoir | sht.re 
ef big! problems tio: SolvGs 


i. syston of peorfcrmanece review and improvement must be built into 
tho orronizaticne. hs aa 
eet re Se mS EE ED 


This systom will onable you te know how you are doings | ‘Chocied 
should be mde for work quality as woll as quantity, If feir 
standards of output are ostablishced the. enployces will try ayaa f 
better theso standards. Performance might be reviowed by re= | 
perts, inspections, ‘ccst a and menagement audits. Mak 
suro thet cach roport servos'a current PULrPC SC» Sonctines tho 
purnesoe loaves but the report “stoys. This is eno way of spondi: 
your money for nethinge [ 
{ 
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Program and Lia le Plannin es ae 
by 
He E. Howard, FS 
Js Te Buckler FOL 


4 


The officiont porformince of cny tesk depends upen & precise 
understanding of whet thet task ise ‘ £ 
) f >. 

The first factor of successful management is a precise uncer= 
standing of the jcb te be dons mi 

Planning is net cn end but 2 moans for better uso of what we | havo 


peas 


Planning is proparation for administretive notions 


Tho planning responsibility in the me ne gancnt of administrative | as 
activitics is twofold, First, to clarify or recommend chenses in na, 
policy decisicns. Soccad, to carry out those nelicics currently in 


effects | te ce bret 


Wo want to limit our discussions te the second rospensibility of 
werk planning e’ ‘ae ; apy? be 


“hat de wo moan by werk plaming? 


Work nlenning or programming is coneerncd with preparing the ‘st ) 
by stcp progrem to “chicve & yredetormined ebjcctivo with the minimum 
of wasto (materials, time or offort), cad yith tho maximum of cffocti 


nCcSsSe 


i, pregram is & -plan cf admit ristrative meee dosignod to aeccnpl 
specificd cbjoctives within © givon pericd cof tines. 
Beng Fi 
Government planning crises out cf the desire for sccin 
throuch zoverment which cur peliticsl proecdures Prcoducce Plans 
tronslote party and legislative policy Cecisicns intc specific 
objcetives ond cenerote programs cof actione 


. i q 4 
You ean sce how the naticnal agricultural nolicics ere their i 


ea es 


offoet cn the work of the Departmonmt,. For oxamples: 


Whet is te be the general policy cn agricultural prices in ~ 
relation ‘te world prices? fe ; 


/ Heb 
Shall agriculturel income be cbtained threugh producticn 
controls or through ecmpensatery payments ? tg 


Plans cre tc translate policy decisions inte specific 
‘ond concrete programs of acticne 


Policies and producticn objectives or "administrative goals": 


fa, t 


Peg ur eye La ine: - from start to finish of onc jcbe 
ar ae ene eae eer = deadline Bor baaapacelais of programe 


pe unit cost. Wis, ni 
i te Bit oe iecates skills BSN aa: ea 
mi Sei Of mNnpower ” meg k ya 
eh nO Nh Tinta 
Quality No ae 
i ees. | | i 
2e Accuracy = crror bolorence | 


Se Consistency ee ‘ Hae 
sas Public convenioncs 


Ce 
t ‘ Sula v hg : 


ML.SURE THE ‘BxISTI: iG SITUATION 


2Ve 4) View Po lited Spain a cea. as varts of & whole oven, thou ch they 
Peo are performed in. separate organizational ‘units. ’. 
a a 2. Analyzo the cperating situation in tors of werk and. preduct 
(ih AGLGTORUS Bs yh cant) | ‘ah i UN 

Sail Idonti fy the erase worked cn in ‘several cporntions. 

fe Identify the individual 3 prcoessing notions: cor work stops 

- ‘within tho different oporaticns. 

Be Collect voricus tynos cf dots vg holn cv iT GReS pelicics, 
PA ' determine eae and design pro CE FCME . “ -Roscarch. 

'. ~ 6. Limitations as epoca iar 

ele) App propriations 

Organization ricidity < J cecedon ela! poi ceiie iad by 
SETI Gn UCN Cy Oe aE EE | appropri tion structure 

Find, Filtor, Figure, Free cond ae antes 


A . ee - Dasian he PROGRAM 


_Romuires & a high order ot anlytionl ability, imagination and 


Consider «= 


Worker Vey PM Renney ie igtinnie tau 
Workload ; Kee aa) 
Work place = gcography ee MME MMR A wee FICC) VE 
Supervisory fectors ce 

Clicntele factors 2 . a Male ag 


Proecduke | organization and contrels shculd be tailorod to f 
worl: olomcntse . neat 


Planning should cut across organizational lines. atid let he Logik 
GQivided flow of werk determine organization structure at o operating © 
levels rather than letting 2 prosoncoivod orgenizaticn as dia 7 

the division and flow cf works ; 


Develop tho best metheds for tho werkors: £6 use” in ‘porfomins 
tosks assigned. 


' 


Tost plan with the questions - 


why . where Y va bl he 


what Me who atte tga Fein Ae 
when . hew é : 


dis I mentioned Lae es Ae plar ak) should cut across organizeta : 
lincse & good job oannot be turned out if, the machine +s defective 
The mechinc, in cur ca 1se, is the orgenizotions | wan 

Sone of our administrative machinory is ‘admirably adanbed for 
performance of yostorday's programe ‘Why? Beeause in developing now 
programs, we chanced tho objectives and work | sters. “i ohenged the 
whet and how end mewbe tho when, but wo didnt ehewige the whe Sais 
whore ey | Heit BAe EA Ge GS 


Lot no tell you abcut 2 caso in pointe 
e 1H 


I dontt meen te imply thet rocreanizetion is always: necessary, 
for thot mattor, that comple to plans should be made bofcre aotion va ae 
takone > cae 


3 


Most of us alroc dy have an orgenization ahiah ade ii roauien 
ecordination, cnd ecntrol, It's cesting money - abceut tho same. 
it is producing or note a PE an I a 

We can't ston dircetion Ae pnd iieets n and ecnbrel i nee for, 
complote plans. so) wo visualize - meybe. im proviso and keop the « if 
guided towerd the acol. “f ya k 


Signs a un aN i, 


Aaah Progroms_ ord, procedures moet bo aoveloped and Ne revalucd 
in torns of administrative cxpcrionco - with. few exceptions, this 
experionce is taking place in the ficld - at the oporating Icvel, Whon 
you separate the plenning level from tho: operating levol, you create 
problems of program execution and cemmunications which Mr. Mead and 
Mr. Taylor mre going to discuss with use 


it But letts eatee & few minutcs new and cada te abeut some of phe 
problems ccnfronting the plamer. 
i n ‘ile of) RY rN ‘ t Ps r ; 
No entirely satisfactory solution to the rreblem of organizing 
the planning | function in relation to other managoment functions hes been 
found in any Department. There, will continue tc bo much cxpcorimontatione 


* 


Tending to institutionalize tai aa a departments and burenuse ae 


Operating agencics are usually. much ccnecerned about preserving as} 
their accustcmed methods of doing business or about avoiding anticipatod het 
troublese Over a long period of time, any operating agency is Sie to 
develop & peint cf vicw which impcirs its ability to projoct a differe 
ont course cf action under changed circumstances. 


Counteract by central roviow and criticism cof plans. 

i ‘ : 

Common practice to establish new ezoncics when new programs ere 
te be developed. RE{ is on oxample. ind tc Cevelop their plens of 
operation after they were established. 


Congress cstablished tho why, what anc when, but the now agency 
had to develop: the whe, whore end hew Sau they started cperationse 


Just a few words about how bucg rotine relatcs to planing. a 
dontt want to stcal any cf Andy's thunder this eftcrnoon, but there cro 


scene definite a ee that cannot be ignored. 


Budret is the process of translating operating prog erens into fiscel 
torms. Planning officers and budget officers must eee closely to- 
gother, Plamers should be able te tell budget cfficers whet is to be 
accomplished and budget cfficers should frare-the fiscal needs accordingly. 
More and mere emphasis has been placed on tudgetine in governnent, 
with the result thet unless planners can brings their influcnec to ey 
during the period of the preparation of the amusal budget, they ear 
likely tc be impotent. 


Budgeting is morc widely appreciated amcng legislatures than 
planning. Lcgislative intont is frequently expressed thrcugh 

- appropristicns. Organizational rigiditics are freouently pernetuated 
eee Ropropr se .ticn structurc. : ; 


Legislative doley, compromise or. imetion 
laid administrative planse i GE eda amee 


There arc many other problems ccnfron ie 
such as .ohange in edministroators, he.ve alrcady » 
Plans must froquont ly be sold. Tho selling may be ibe aoe ee 
issue tho plannor faccs. The approving authority must bo ages 
that tho ccurso cf action is desirable and fersible, His. ‘first. 
hurdle is always his bess. If plans arontt scld, they must bo 
modified to fit the cecisions of the Boprav ans panna 8 


The preeess “f plenning is ocr mlobedt adv when oll apebitic’ + 
(eins ‘courses of aetion have becom ilele pus cud Mauer) by the ressensibl 
ndainistre Voor Hie RES te EN A 


Ms 


prope ration for administrative actions --> 4 
¥ ' i s . #'V ed 


us 


He 
ca 


Plannin pared 


ae 


Plannins eonnct ke offective 4 fi somaratod from mo. genoa 83 
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Plans tronslate ees decisions nbs spooi fic “jootives end ° 
ecnercte vrogrims tof £ -otion. ; 


pon ns aro, chocksd with ° ‘the cucstions - Cg RT an at itd fe 


why Ci es eget COR ED Re 


what ie whe ; 4 F oe 
\ when how | Piel hoe tae: aR, Cale ical A ad tl 
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Orizin and Development of the Budget 


Alexander Hamilton declared in Noe 30 of the Federalist that "Money 
is, with propriety, considered as the vital principle of the body nolitic; 
as that which sustains its life and motion and enables it to perform its 
most essential functions", This is a forceful way of saying that modern 
government must have a regular and adequate supply of money or the 
equivalent of money, for its continued operation and maintenance. 
Otherwise, as Hamilton expressed it "Government must sink into fatal 
atrophy, and in a short course of time, perish". In contemplating 
this indispensible requirement of every government, two important 
questions mex be raised, the second being « corollary of the firste 
How much money is necessary. for a given govermment? By what process 
is this money received and applied to the work of thet government? 


Broadly speaking, the amount cf money recuircd for the support of 
“Q particular government depends upen the nature of the society in which 
that government operates, upon the charactor of the political system 
which impels it, and upon the types of functions which it assumes, given, 
of course, the geographical setting and the human and natural resources 
without which no polity can exist. The demands made upon a goverment 
for scrvices, which are a measure of its monetary requirements, are in 
dircet relation to tho social and cconomic development of the peonle 
living under the governments; indced, these domands may be said to in-~ 
erease in proportion to tho general edvancemcnt attained by that people 
in the use of tho technical arts and scicness, Obviously, a govern- 
mont with a bockward population docs not have the same need for money 
to carry on its activities as one with 4 well-developed social and 
economic order, Agt.in, the monetary roecuiroments of a government are 
very matcrially affected by the political systcom under which it works, 
especially by the socic] and cconomic aims of that system. For example, 
& goverment thet holds to the traditional policy of limiting its 
actiyitics mainly tc police regulstions and law cnforcoment will ro- 
quire fer loss moncy than a government which cxteonds its sphere to 
include the promotions of social ond cconomic life. This consideration 
likewise indicates the direct bearing between the nature end -oxtent of 
governments functions and the money needed for their support. Finelly, 
the aroca, climate, physical features, and natural resources of the 
country over which a governmont hes jurisdiction tend to set limits 

on the political wealth which mey be drawn upon for the support of 
public scrvices, although thcy cro leregcly second:ry considcrations in 
determining the monetary requirements of that government. The ability 
‘of the people living within the state to utilize these thines is of 
vrim:ry importance. Natural resources, for cxnmplc, cmount to nothing 


-govermniont, embracing both incone and outgoe Another is procedure, 
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The process by which money, in whatever amount required, is’ ro 
and <pplicd to the support of government varios widely from country to. 
countrye But in every instance this proccss is conditioned by Ee 
circumstances, in which political ideas, govornmontel structurcs, | 
economic conditions, ond social policics are tho mein considerations. 
In a democracy the menetary requiromonts of the ‘government cre not 
garded in the same light nor mot iin the seme way is in on autocracy » 
mainly because tho political: thinking of the ono assumes 2 point of vic 
which is quite differont from thet of tho othcr. Thus © perliemontary 
govermnent usuelly raises ond spends the money required for its sunpo 
according to certain rulcs and regul ations which do not entiroly fit 
the pettern and methods of a government controllcd and managed by a 
dictator, Not only is the finanoial procedure of & government grea 
affected by its politicsl philosophy and gonere.1 structure, but the 
standards and conditions of its coonomic life also oxcrt « modifying 
influence. Likewise, the cconomic and social . volicics which a govern 
ment attempts to. carry out tend to. fashion its mothods of roising end 
sponding monoye A government which fosters incividualism, £ OM Cmte o 
does not pursuc the same motheds cs s onc ae hes collectivism as At 
g£oke. Liew ve ; 
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fmid all oe aah variations in tho rotheds of finoneind @ oe 


SH AT there ore: vaean te scme, uniform pa oa ali 
amore or less comprehonsive plan of the menotary recui ronments of a. 


widely varying in method, by Which this olan is fornuloted, authorized, 
exccuted, ond controlled. <A third is theo existonee of sore govermncnta:’ 
authority which assumes responsibility for the plan in cach of its _ 
succossive stagecse Theso three olemonts cre, of coursc, modified in 
carly overy coneccivible manner by historic onvironmont, political - 
oe i governments] pattorns, and tha oxig goneios of human ba hotet oes 
But the fact romeins thi.t all modern governments do plen their nonee) 
tary requircmonts to scmc degree at least, and that this planning is 
done through thcir regular constituted authorities. To this process 
of financial planning has beon applicd the term "budect", ce word 
thet has been used in this sonso for about two eonturics. Pic . 
This introductory statement - brings us to the tosh mon a have 
umcrtsaken to presont, thet is « consideration cf Budgeting BS: a Tool 
of Management, including its more important implications vicwed > ‘fron 


subject with wide ramifications, I shall attempt to roduco it to. 
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+ and more cecnomical in governmental expenditures than we would be if 


we were ‘Spending our cwn funds. Why? From cn cthical point of vicw, 
bocause we aro acting as trustces for the property of othcrse ‘Ve have 
en obligation to the taxpayers which cannet in good conscicnco be 
Liehtly discountcd. Employccs of private corporations who are spend- 
ing the moncy-of the steckhcldcrs and bend holders, rather than their 
oun, have ‘similar. responsibilitics, but thcro tre: vital diffcrenees 
between thcir respensibilitics and theso of governmental -employces 
‘who ro responsible for the oxpenditure of fundse Most important 
perhaps is the fact thet investors in stocks -nd bonds invest veluntarily 
while most government funds are exacted from the public in- the form of 
taxes, Tho individucl texpeyors have little choicc. 

Secondly, tho benefit roceived from investmonts in private enter- ~ 
prise is in proportion to the Q9mount invested. In contrast, there is 
‘no necessary relationship between the mount of taxcs paid and the 
services received frem the government. Taxes “re com-only lovicd on 
the basis of ability to pay, whereas the "return" - the services 
rendered by governmont - in many cases is on the basis of grcatost 
need, Moreover, government itsolf provides certain safeguards for the 
investors in business corporations. In offect it enforecs 4 nininun 
standard cf morality upon tho managers of the corporations in order 
to provide certain protection to the investors. Tho government can- 
not be less scrupulous in its own transactions involving tho use of 
ether people's money than it requires corporations to be. Skull- 
duggery in the use of, governmental funds must be prevonted, of course. 
But that, BARE is the casicst phase of the problan to masters 


The prevention of waste and unwise though honest use of the menoy 
is mach more difficult. In this ¢ aspect the preblem in gcovcrnmont scons 
greater then that faced in private industry. For thcro is no yardstick 
such as the amount of profits tc indicate whother the public sorvant hes 
dene even & passably good job at passably low ccsts. The public 
servant is frequently obliged to operate without such < precise ecmpass 
- as profit and loss statement. Morcover, such guiding mochenisns cs 
are available to him often given conflicting directions. He has somo 
indications of the quality of scrvicco he is rendoring in the form cof 
‘complaints or cheers of the citizcns affected by the scrviec, althoush 
conplaints against & regulatory program by © portion of .the public 
may indicate that an cffcetive job is boine done. If he hes imagination, 
_initiative, and zeal = qualitics that are mest desirable in public 
servants - he has little difficulty in visualizing many ways in which 
the service of hiss agency to the public can be improved and extended, 
In addition he has acccunting date tc shew how much his agency is 
spending to provide these services. 

\ 

While controls over the total paeunt to be spent by the -.dministrative 
agency is importent, it is inadcqucte by itsclf tc insuro responsiveness 
to tho will of the representative of the votors. Allowing an cgency to 
spond ¢ sum of moncy without specifying what it is to be used for would 
be like asking someone te buy’ $100's worth of merchindi so for you with- 
> out indicating whet you went him toc buy. Congress, in.& sonse,, serving 
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Goneral Aspocts of 1 of tho Budgot 


Historically, the budget is’ oe ecnnected with tho Nirah one 
of ropresonbativo goverment » Indoed, \it is. cne of ‘the constitutional 
bulwerks cf every goverment of this*gonoral t:pe. Among tho indis- 
penstble powors of the legislative Baas is the poricdic youl aw 
bucgete It insurcs that the legislotors, the | vecple's capeeeeetn ee 
te will cssomblo at reculsr intervals to examino-and authcrize the fie 

maneial roquiromeuts cf the government. By such preecdure oxprossion 
By is given to the popular right to ecntrel tho yin edie : 


i a What is the padeebt / When ewad in fae tight of proscnt Woven uses 
. : and ccnsidering its historicel ee ae the aie sot ea be, scid ee 
have three essentinl clements: : < k 
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F (2), A procodure fer formulating, cutherizins, oxcoutt ing 3) ond ; 
Bry Lae controlling this plan, } rae 
& (3), Some governmental authority rospousible ‘fer eral ach successive , 
‘ BEE aL stace in this procedures sf 
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Bey 9 These oloments, in ocmbinotd of, are usuclly. cenon tho Moudgot 
i system", sometimes ‘the "bud gotary process" or simply "budgeting", ay 
while the financial plan itsclf is kncwm as "the budget", Heneas 
the torm "budget" has both a general and specific connctation thet 
eon be determined ae! bY. the context in poke at is sede 


\, 


The none as al sects forth the ntiotay ry roquirenents of tho” 
government for a definite future poriod = usually a year and in gouge 
doing presents a balanced rolationship betwoen cstimatcd cxpendituros 
and enticineted incone. Some regard the budget merely as an account= 
ing statcnent, overlooking the fect that it is primarily a plen 
eB directod to one cond,’ memoly, the financing. of the “sevormment. Me 

the budget may, and docs, present infermation on the oxisting 4 


past. requirenont s of the SOU Onna thet is not its main purpeeoe . 
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. The budget, as a precoduro, involvos Seruedn derinite Ane con-- 
“secutive. stegose | For our pur poses we shell eo.11 these stages Ago 


follows: , ne Pea aaNe a seo CEA Omens | ‘; 
{})< Formulation Gf) the budget. Sra MR Teer oat iy Ua a ’ 
(2), Authorization of the budget. Sy SUD AMO Si 


(3), Execution of the budget. - ele 
4), redromasareeg a for the budget as oxceuteds ed 
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The first stage iueaneee biel various ania in prope ing ‘ostinates: and 
framire the financiel plon; the soecid stage, tho iho oR saa 
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adoption of the plen; the third stago, the carrying out of the plan as 
Quthorized; and the feurth stage, the aucit and’ reviow of the resulting 

Tineneicl: operations ss 


| Budgetary Control 


Tho budget is an instrument uscd by nenagoment in planning its 
futire activities, It is a moans whereby menrgoment charts Ets course 
fcr fay eivon peridd,). 1t dnotades an estimate of the cxpensces that 
will be invelved and tekes cognizance of the requircmonts of tho pcricde 


Manascmont that is able to leck ahead end predict cn the besis of 
Rvelileblo inftrmetion a trond in activity is better able te prepare 
AUSCLt fer ond of tye ccur ses Of cottons : 


(1). It can a net dtsolf to the accoptance of the Rarer oie 
trond’ nah 

(2), It ean scoek moans -fcr cushioning. the inpect cea eebnd one ps 
activiticse « 


These are factors of change thet form the policies cn which budgets 
arc bescde Hewover, wise manezoncnt vicws budgeting as a continuous 
activity thot must function during period of "nermel" preduction as 
woll es in the abnormal. This introduces o sccond function in additicn 
to planning monetary control. Budgets aro yardsticks for the moasuremont 
of the efficicncy of operations, Thoy form the basis for comparing 
actual results and its accompanying costs with ostimotes taken from 
past exporicnce, “then the course has bocn chartcd and cxpressed 
through the medium of 4 bucget, means must be fcund thet will oneble 
the agency te hold its .course as planned, or if neod be, tc make 
orderly changes in its pets in terms of devolopinc’ circumstances. 

This has beon temaed the “operation of the budget". cr “budgetary 
ecntrol". . ' . } 


Eurposos of Bud cote ; is 


yt RS Steted briefly, the purposes af budgets oro: 


(1).Planning: 4 systematic and unificd slon cf activitics for 
designated pcricds cf opcraticn. ager 

o (2)eControl: A standard of moasuremcnt of results a: 
. j variations from previcus plons become ovident,. 
(3). Coordimticn:t Activities bocome a part cf a plen for the 
enterprise as a-whele. Domecratic processos basic to tho 

construction and operation of a budget tend: te being under-~ 

standing | lips unification of azoncics and” per Pee on ois 
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Plenning Throush 4 the Pa Sa pal 


She construction of a budget forecs tho formation of policics on. 
| the pert cf managomont.’ Through the budgot manegemont is committing 

jtsolf at loast tentatively tc a plan of action, This action roquircs 
decision regarding seope and soquence cf future activity. It brings | 
te the forerround such fundamen ta] problems as quantity versus quality 


Centrel Through the Budgot 
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of funetions to be aceemplished. Is the agoncy tc plat Ketel ate onphasi 


on the degen iene of functions of supericr quality eyon at the: 
sacrifice of volumc, cr is it to ac¢emplish functions in large vo 
but cf loss quality and dirccted toward « specific demand? This ps 
of planning is foreced to the foreground fcr cocision through the — 
necessity for ecnstruction cf a plan of actione 


It shculd bo understecd that a budget is a moans toward on ond x 
is nct an end within itself. Budgets are made tc be usede They are 
tocls cf managemont. They are standards: ageinst which covery nue es 

and supervisor in the orgenization moy moasure the results attaincds 
They establish goals to which each agency and cach employee within _ 
the agency ee eontribute his designeted share in torms of the uni 
plan, This lecds toward precisicen end ecnfidence. An agoney head 
knows what is laid out for his. agency tc acecnplishe He knows whet is 
oxpected cf him. ‘He knows whon he has dene 2 gceed job cr whon nd oo 
where ho is falling behind. Thus much of the werry of uncertainty is. 
eliminated. 


Through the recording of the actual against the estimates cf tho — 
budget, reperts are ccnstructecd that rover] the ncints cf difficulty — 
and denger, the points which must be snclyzod and improved upome — 
Venagonent cperating on the? exceptional principle may pick up those of 
points of veriation and dovote ¢ attention to them. 


Coordinaticn Through the Bud cot 


Budgets should be constructive aids te 211 divisions within an Wee 
organization in achieving their comncn goals. Unfortunctecly, however, 
this purpose is frequently misunderstood. Tho carly omphasis given to 
budgets as controls of cxpenditures cstablished in the minds of sub- 
ordinetes the attituce that budgets wore nega sens controls cnly, hie 
deviscs tc limit cxpenditures. This led to “the: Nwadding"™ of agency > 
budgets, the idea for each ageney te got as large an allotment for — 
expenditurcs as possible. when all budgcts were essembled and roduct 
were deemed essential, cach agency felt thet it wes subject of dis- 
cirmination. Thus, tho budget became a "sore spot" and a factor of 
disintcgration within the nerscnnel of the organiza REAR es 


ride igterete toward budgets es nopeeiae centrels may be. ecmpa Gyan 
to the attitude cf ‘a housewife or &.scn or daughter “ho looks upen he 
family bud -ct merely, as c..means: for dad: to save his MONCY e They may 
nct realize thet a budget cin bo a means taward achioving the desired 
ends of ell conecrned. Tho budget may include beth the noeessitics 
cf life and seme of the luxurics as well. Perhaps ded. . (or manageno: 
may be scmewhat at fault tco in this misunderstanding. Porha ps ho hos 
not beon fair in the vast in tho distribution. More frequontly, how= 
ever, he hes failed te bring thom in. on the planning cf the badger 
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bal 


akon 


they misht heave a part ih esteblishing the gcals and selecting the 
means toward atteining ee 


Without vlannine, an cgoncy will eneratc with irregularity in 
velune and with resulting cvcr-expensicn and ecntrasting curtailnont. 


Budzcts, proporly ccnstructed and operated, may have 2 constructive 
influence: on the perscnnel of an organization. Budsets miy sorve .s a 
smeans fcr bringing abeut c- realization cn the part cf the porsomol cf 
the ccmron goal sof 211 who belong te itho,.crgsvizathion and “all who 
sorve ite In this capacity the budget sorves as a coordinating in- 
fluence - cne thet brings unity te tho organizaticn. 


Requirements of 2 System of Budget Administration 
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To 2dministcr the onacted budget cffectively, an administrator 
must ostablish a system which will cntble him to 4i rect the work and 
which also will provice a continucus and current review to assure thet 
operations are preceeding in accordance with plans which mey bo steted 
as follows. 

The budrct system “should receive the attention and active support 
of the hdministrator. His rcspoct for the syston ond his use cf its 
preducts will influence its acceptance throughout the crsanizations 


There should not cnly be camplote undorstandim cn the Here of O11 
¥ cn Crit 4p Rake a © pe uk gta BLARING ROMS EAT RRS PRT TSC PREC Pea MATa RANT “kT Re ena naa: a 
the cperetine cfficials cf the existence, Sins, snd purvose of the 
systom, but also their accevtance end croneration.s 


Throughout the organization thcre should be 4 scnse of public 
trust, © fooling of ‘duty tc carry cut the functions cstablished by 
law with tho greatest cecnemy ond efficiency possible. 


5 There should be 2 quelificd bucgot staff to assist the “dministretor 
in finenciel supervisicn. This staff should assist in AER mph i 
operating, eandimpreving the system; analyze and: recommend acticn upon 
the enone t+ op produced | by it. 


Giseations Sa bo planned in-edvanco and scaled accordinz to the 
omeunt of funds cveilable.:. ddvance planing prevides a verfcrmance 
estimate ond hence is © basis ¢f dcelogeticn and sunorvision, Plans in 
quantitative torms supply a yardstick ‘of intentions against which 
pregress may be moasurcde 


The systom shculé be flexible cnouch to pormit prompt chanze with- 
in the: fiscal yecr. net chly for tho nernel shifts in preeram problems 
end rosourees, but fcr cmcrgencics ss well. Since it is difficult in 
“many programs tc plan accurately for © Deriod «s long os 0 year, there 
should bo frequont review tc @iselcso whethor cr not revision is 
noccssa.rye | | 


guircenents of the progrem from menth tc menth and ‘tc esteblish t Rs ie 


rosourecs shculc.be handled eccerdcing ot en csteblished procedure «so | 
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budgotary neods ¢s woll as acecunting purposes by providing for the 
Dur 


\ ( . Hii A 
\ e 


“porsonnelL;, ' end: othor cssential factors. Reports sheuld follow pro- 


Tho advance scheduling 
Searels aaa ealhea teat. ; 
other fiscal period. is. Seecunet in ordor ‘to ae “tho Finanoinl pia 


of spending that will evolid « deficit. 
Changes in werk plans, schedules, * nd use cf funds and cther 

re Oo 

that cll factors may be ecnsidered, and all officicls ecnecrned may — 
yerticiprte and be netificd of decisicnse ; ei 


Formal authorization to incur oblizations sh-ul¢ be given cach 
officicl vho will order the spending cf money. Such euthcrizaticns are, 
dclorations of authority te spend in crcor to ecccnplish specific werk... 
over certain roriods of the fiseal yeor, ot costs nct tc oxccod stated — 
mounts, and for less, if Rese This is usually done by 4 systom 
cf allotmonts which provide ¢ financial control and relate money aveil- | 
albe to work to be conce fice eee 

The accounting system shculd be desig sod to serve proseribed 


> 


necossary financial ccntrols. For exammlo, the allctnent acecunts 
should hevo breakdowns corresponding te the nottorn ¢f, alletment 
cuthorizaticns and any speciel legal restricticns.-such cs fund limi- 
tationse ecounts can then serve ss an cutematic chock upen the in= ~ 
currence of oxcessive or uneuthcrized obligations in any orea-of the | 
rgonization. The acccunts shculd alsc be dosignod' tc yield directly 
the prescribed financicl rovorts on ‘the rate of inecme and cutgo and 
tho status cf funds. Tho procedures for dotormining availability of i 
funds ‘and fer recording the obligations and cxpenditurcs sheuld function 
quickly so thet ageney operations will bc premptly served and tho financis 
conditions will be Ikmevm at any time with rcascnablo acourccye ot 
Mcthecs should bo cstablished to cbservo othor restricticns or re= 
quirements then maximum amounts for oxpendciture end uso cf porsonnel, | 
such os issuos of legality, prepricty ferhee Pion cai tc 


Frequont and regular reports ore essontiol ie ete Onno rie pro=- 


gross, ob jcots ros yot unacecmplished, status cf funds, utilizaticn of | 


detorrincd standard outline Cosigned to serve the puroeses cf super- 
vision ond diroctions - id 
There eno be promyet, rerpuler, cond careful follow-up to sec that. - 
deviations frem predicted results aro disecvered and texpleined; thet — 
undosirablo conditious are diselosod and callod to the!attontion of . 
responsible porsens who, ctn:correct them; and thet revisions cf work 9 
plans ond monoy allowinces aro made when nocessery. A principal scurcc 
of such infcrmticn is properly dosizned reports. Unless tho reports — 
are rogulerly analyacd with the intention of followeup a eotion, their, uf 
value is loste Bt Neale the 


~ 
Thoro shculd be an orranized systom cf administrative 


enditsand 
ingxcction to verify and supplement the reoperting system. Such audits 

and inspoctions revoal. facts for mansponent action which can be escertained 
in no cther wy. 


Replannine and Rescheduling cf Werk in Budget 4.cid nistration 

Budget edministration is the performence phrase, which may be de- 
fined as, the menarcement of a plan cf-retivitics, orevicusly AuneNbe 
in the form of a budget,’ acccrding to a schedule and at a cost within 
rescurcos available. 


The anruel plans, therefcre, which sro prepared curing the period 
of formuletion are put into effect during adnini stration cf tho budsct. 
However, betweon tho stages cf preparation, Adoption, and management 
of tho slan, much rovision inevitably takes piace. It is this process 

.of rovision and adjustment with which the topie "replanning and re-: 
scheduling of work" deals. Since the annual plan of werk is but 
sOpment of the longerange plans cf the agency, an interim revision 
ef progrem and work must be made with reference tc the long-range 
plans to assure directions toward the ultimete goals:and.thet as-much 
as possible cf the long-range plan is acccmplished cach ycar. 


Long-renge Plens 


Tho tcrm “long-range plans" is used here to dencte the furdamental 
planning which identifics and defincs the mission and specific objoctives 
of an agency and formulates the bread policics governing their achicvo- 
ment. Long-range plans are. elite le ue good management and serve tho 
following purposes: 


1. The basis for cstablishing the various programs, projects, and 
‘sub-projects - the entitics of work which must bo performed 
“*) "to achicve the mission. 
2e The basis for cstablishing policics for governing oporetions. 
3. The basis for dctermining the ednini strative system, the 
; organi zetional relationships and scheme for operations by 
which, the werk will be directed, coordinetcd, and acccmplished. 
4, & guide fcr annual plans. 
~~ (a). In determimtion of what work is te be undertaken and when 
it will be complotcd, 
(b), In the determinaticn of what kinds of operations will be 
performed and whet resources will be: no cessa ry to support 
the Paani icnSe 


The decisicns concerning programs ond administrative goals are 
mece in vicw of the ecncepticn of missions and cbjcetives. The 
anplicaticn ef comprehensive and realistic long-range plans will 
facilitate the annual planning preeess and will result in mininun 
waste in offort, time, and rescurcos, fowor day-toeday criscs and 
less improvisation in cdministration, and will communicate a positive 

course cf directions 
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or The snnue el Progran 


For purposcs cf the buds ct, the ennue.1 plans for work pregrans 
must be dcsigned many menths in advance of tho fiscal year for which < 
thoy are to applye The proposed plans pass through ¢ nunber of stages” 
before they become the actual guides for the ecnduct cf work, Thore- 
2 forc, until the plans cre adopted. in whele or in prt, by the cne 
yo | actment of apprepriaticns, they may be scid to be yrolininarye leny 
aan _months in edvance cf administration sere programs moy be ple nnod- only 
in form cf reugh ostimates, vhile ethcrs may be plemed with a hish 

derpree of accuracye 


iy Adequate annucl plans for oach area cf werk will contain fcrecasts | 
ae of, and justification fors Vins ek te 


Ms le The nature of work to be doncs 
BP 26 The amcunt cf work to be dcne e 
3. The tivo’ for necomplishment schodule. 
4, The resources nocdede 
"5. The sta weer for preductien ane. quality. ine 


ms lis avid cabad ae tho ¢ ewbigemont of time nhasos for the 9. 
Rees aeconplishment of work is an essential port of an adaqquate Die wek 
Ny This plan is tormod scheduling and is tho process of leying cut tho 
i ' work or projects in crderly soquenec with time allowances for the 
es operations at different stages or for completion cates. It must bo 
ue dotcrmined how much time a given work unit, job task, or assignment 
will requirc. Pa rts of multiple tasks or jobs must be timcd in re<~. 
lation tc the wheles. A aahie 


* 
= 


Pinol Pring awe Schedules fcr the Lnnual Progrem | 


Bri or te the boginning of the fiscal your, the nreliminary anual — 
plans and schedules must be adjustod into final plans and schedulese ) 17% 
This adjustmont is termed replanning snd roscheduling cf work. Similarly, 
during the yoar, periodic review of progress of the occurrenco or 
obstacles will indicate necessity fer rovlenning and Pisani cas 


Ber Reasons for replenning and reschoduling may. be KeAmeaeucn by Che s 
following ;considerations: . ANY 

1. Pricr to oponing of the fiscal VOOR gc oe a 
See » (a). Congressional acticn may result in: 
; ae tS Lppreprietions of different amount chet ASN requostod. 

(2 -Disappreval or ourteilnont of some of the progra ms 
prosentod.s CYRAIsat : 
Mihi (b), Tho: problem, demands, or abate moy ees chansed in the 
ie. Jo) angerim noricd between formulation ¢ and onsetnont of the 
\ budgcts q ’ My ees An 
(c), Tho esrly Oe Ae! may not Hite, > on ‘sufficiontly detailed 
for the cdministraticon phe \SGe 


Minne the iiecel yoors. 
(a). Progress of operaticns my occur elena reorent ace) 
on that Catimeteod in the schedule, end periodic, revicw 
_ of preeress measured eceinst the plans for progra m and 
~ 5 edninistretion may: point up needed changese | 

(b). im unbalenecd cenditicn of resources may cccur, such as 
more persennel than feecilities; or obstacles may be. 
encountered in the cvyallebility of resources or in tho 

use of rescurcese Prone rae aN 

(c). Changes in ecst upward or cowwerd will affoet the 
quantity of work which con'be fins. NCC » 

(a), EFnergoncies or drastic ehcnees in factors such 2 
“unemployment, strikos or intorneticnal affeire, n Ae 
modify or cause a shift in onphasis » 

(c). New legislation may roquire 2 ecmnlete ro-cxamination 

. of tho Twhnie plan Since existing vrcegrams cf the agoncy 
may be changed cor new vrorrams cadens “additional worl 
load often results which necessitates a request f or 
oe - “2 supe Lem ontea lfund 5’. 
(£)sMonasonont imprcovemonts in operaticn such 2s proccdures, 
cquipnent, or facilitics may stop up the rato of »rogross 
and necessitate rovision of schodulos. 


Liniting Fectors| 


even Rigkonsl hich must bo considered when replenning and 
_ rescheduling ta ee place, mey limit cr confine the oxtent of nossiblo 
- revisicns- Ns ny i 
le Legislative and. Executi vo Directione 

(a). Appropriation previsicns and linitaticns. 

(b), Other statutory rcquirements and restrictions. 

- (c), Restraint cs expressed in appropriation committce reperte 

(2), Policies, programs and directives of tho HPEOPEORAE 

(oc), Restraints laid down by the head of the azoncye 


Ze preenueol Ty ablo or _ unpredictable eed duc te denand, oa 
enfercoment probloms, emergoncics. 
3e Uneontrollable ccnditions cf supply end cast cf resourcese 
4, mount of funds available dupendent on cdomends fcr sorvices er 
iothorsipctorss)\)).)) i i 
Se Existing linbilitics and commitments inherent in work alroady 
Fie ee mndorwayr | Sar ne hal 
~~ 6, ' Degree of progress. of programs alrcacy eee cea 
7. Inadequacy of information available on current status of work. 
8, Imdoquacy cf systom for. replanning and rescheduling. 
96 Too little. time available for roconsidoraticn before action 
7 mst: be! taken. 


fiat = 


Al bernie Elonont oe! Plans 


The aie. re the. cieuk aaa ine nay es eltcred when rovlennin 
and rescheduling is done likewise these ore. tho cloments which, if 
aitored, require 2 poner in the te anand: ylans cr’ schedules. Ce 


‘ 


i 


© 


In Prosrans 
Scena IT 


1 de Parts may bo climinated, added, doforred, or substituted. 
Qe Quality. of werk odd Peds) iis i 

/$6\ Porfornencs: scheduled at a “different rato then criginally 
contenpla ae | . je ae 


In handnietrettos 


" i ) 3 ‘4 


Ye (Chonzos tan’ beraninets nel Rolationshins. 
(a), Shifts from oentralization to decentralization, or viec ve 
bee (bd), Roassicnnont of the ndninistration cf programs , aeate ecm= 
bineticn or spliteup of, verious vrograms.e y 
2e Improvements in Werk moteae »rocedurcs, ene. faci litics to 
‘soeuro more efficient use of ros¢ CUrceSe 
3e Rovision cf alletmont cf funds amony. ores roms, objects orate 
exnonciture, ond organizational EePans 9.7.) ua 
4, Rodistrititicn cf por sonnel, equipnent, suvplics, and 
perc amone prograns or orgeiizational areas» 
Be ancos in rethed cf “finaneiac, , substitution of charges for 
Mig pacan potas ial) free peedountey) ' i 


6, Revision of standards fer Chas Sas and ability. 
| 


Lt 


System for Renlanning and Rescheduli 


) 4 Roplanning and, roschoduling ro as importa nt to scund or saan elt in 

. an agency as the initial planing end scheduling. The cbjective Se 
this instance, 4s in tho criginal prcecoss, is to see that the werk-con- 
templated is fully Space cae, and neni to mee dpe aban of the “cgoneyts: 
objectives. Ren Ne Bening wie Suet Pen Paap 


miei: Tedvougee n & Jevcong aR Oe nrocesses” icina een 
of controle I bolicvo new is an ap»ropriate timo to pose seme quest: 
inlicative cf some cf the facts management needs te ‘ecntrel tho work cf 
the agency, to inerceso the nreductivity of its: available manpewor ro- 
sources, ond tc keep prog rom, worl , Gas roscurecs: (non, 1 money and 
meter aay in balance» ie 


4 imi , : ‘catty * ¢ 
Deos Mavepoment of he cedt Leoncies, Know In Roforence G 
Le) That tho -peney is, achicvin: 

wes establishod.? 


That tho progress ‘in Hane ortine hese) pur poses is’ in accord — 
with the prepress antici peted? 
Th. t the vrosrem of tho avoncy is producing the effects 
dosivedgi hile. ; . 

That there is © continuing need fcr the Program? 


Deos Mov BU LT PMT SR in Reference to Agency Work 


“Thet the volume -f work undertaken during an appropriation 
- periog is the velume needed to achiove ec Eeenae purposes? 

That the volunc undertaken is being ecmpleted’ cn schedule? 
That the results rrcduecd by the varicus types of work undore 
token are the results acsircda? 

That the quality cf work is uv to var? 


oe Mea oomeut Know in Reference te fAncney Resources 
MOLL Te eh c Me GO ea oh eT Or me an 


, The extent to which its AS manpower is being utilized? 
Thet mannower ond worklced ere be, oneed, throughout the - 

Dike rein meee 

Tho Sxtont) tc whioh evaileble supplics, cquirment and property 
are boing ‘ubildzod? ; 


~ 


1 > , 
It is scmowht appalling that the development of systems of 
aug iadectary, preparaticn and control in its broader: mooning has oy sc 
ae slow, cspocia ally when one considers that the purroscs of budgots ere 
_ synonymous with managenent functions: wWlennineg, control ond’ -co= 
_ ordination The majerity, of the agencies, cven in the carly fortics, 
Still. tr aed of the tcrm "budget", as applying only to the financial 
_ planning ef the entcrprisc, This, of courso, detcs back tc the criginal 
_ concept of budgets ¢ as handed down by governmental organizations. How- 
ever, with tho noticcable surge of interest in improved managencnt 
technioues, stimuletcd by vorta Wor II further dovelopment and re- 
finemont of budgeting as a manegement techniguc anpoars hoveful, 


proparetion and ecntrele wie :@ Glancnts of mothced are cf special 
signi ificanco. 

r. If the purposes Gee buds soting aro to be fully reclizcd, _ 
ecedures of. preparation and ec onbrol must be eccperative. This mcans 
t there must be rerticipa tion by reprosontatives of all Cepertments 
groups thr ougheut tho cntcrprise. Here we heve a verfect example 


There are two Cistinct but clesely intorrelated phases of budgeting, 


. of the’ Veniiees “imhcront in the prineip vot fr a ee 

toward ccoperaticne POA aR EE ARM aD cS aunt nb 
Ze Good budgeting preeedure requires he aoadoe shall bs shid | 

floxible, Scme degree cf change is fnovitable. That is the kind.of 
world we live in, but the fact thet tho future is uneortain does not. 
justify aQimless wandering. Quite tc the ccntrary, it inercases the 
noee for planning and requires that plans te constructed in 2 way te. 
provice cltermtive lines cf ecetione “Vericus interpretations of tho 
variable budget princinie provides a moons by which. an ageney ren 
place and Soerhongn® its werk to nect ening: oe Cony ta se Bs 


3, Jcequate Hua eat oreparation: ond yr ( require o syston of 
records thet will: mkoe aveilable the various tyres of infcrmation 
nertinent tc tho subject with tho least : sossiblo doloye The latter 
is porticulerly important in bud getery oartrels The shcerter sacle! 
Es i ne reporting of inf crnetic ony the mere cffective the controls 


} 
i hanes ‘ ; A ey 
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Budcet eee par gate peissratioe Ta ean ~ - Hevenber=Deconbory_ 1947 
Budcetary Control by Joncs 0, licKinsoy,) Kehts p GEVE 
Tho Bud-ot in Gevermment cf Today by +. Ee Buck . 
Budcetings An Instrumcnt cf Planning and Management = Units iz Nias vit 
( Prepared and Edited by. Cathoryn Secklor-Hudsen 
if Chairman, Depte cof Public Administration, The Jmorican University 
Preeesscs of Orgs nization and Kana gement - ecuaiishy by reap sell 

Seek iratul son 
Organization and Management by Ralph C. Davis 
mania Organization anc Adminis treti on by He 30) Dicmer 
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-* Program Execution . 
Charles P, Moad, BAI 


——* 


I. This session hes two objcctives yeni 
x (a RR RR IAAI A AER SS SANS , .: é + 


| 
fy The use of a ecnferonce technique’:so:as te develop cr 
~ improve our skills in cbtaining © concensus cf group cpinicne 


Be To obtain a eoncensus cf group opinion concerning prec 
eron exocutlon. 


Ife. In i toward the first objective, we will attempt to 
attern of a work ecnforence in which the ccnferees aro the 
ints and nct the listonors. 


Bina Locking back to our general objective for this whcle cconfcrence ee 
- serios, wo will recall that we dosire to develop a training ‘lan which 

moy be used tc carry the concepts cf administrative mane.gement t9 the 

field, If we are to roach this objective, it woule soem thot we 

should pay attention to the various assortment of training devices ni 
‘thet have been developed. In this session, we will explore the 
peers a toes ice the work ecnferenco -s 4 trainincg tool, 


True, we have boen onploying a ‘eonfor once technique hore, but it 
would be interesting to vary the past approaches and to roly ontirely 
-.)on whet is called a non=direct ive tyne of ecnfcrénee lcadership., By Ai 
- nonedirootive,-is meant. ‘thet tho loader only suides and possibly sugzests, 

but the main ideas, eoeccpts, and action nrineiples of the subject 

matter under ciseussion will be srevided by tho croup. Tho leador 

does not talk as cn cxnert even theuzh he misht qualify cs such, he 

refrains from deciding 2 questicn thet has been raised and trics te 

eee the greup to decide ite... 


This tanh ee eroup is detuet iy on idecal one for the uso of this 
nonedircetive ccnforenee leadership fechsi que. 411 monbors cf the 
- gonferenee have much common ground in the ait mtter fiold of 
program oxecution. Each momber of the group has so onething tangible 
and concrete to coffer. It is this seneral and specific knowledce 

of the subject that is cxistant in the minds of the individuals that 
the confcronce desires to bring out, analyse, and summarize for the | 
benefit of the whele group. Howevor, this pool of knowledge oan 
only be successfully exploited threuch the devico of full-group 
pepe eet ‘tions 


This eroup is nct unique in this resvect. ny administrator's 
staff in the Dopertment bo it here in washington or the field is’ more 
or. loss comparables The eonference group, however, sheuld be ecmposed 


eee Mp ecnferces of about the seme level of experionee end responsibility 
"so as Aa prevent any inhibitions cn the pert of individual eccnfor PCOS» 


The general aonokgaveds of. the ‘group will wey summarized « on thet 
record shects and thon roproducod in tho forn: of &® eonforence repert 
which will be @istributcd before the end of the session, dA copy of tho 
lesson plan fcr the ccnduct of the scssion will be furnished to the 
group, togethcr with rofcronecs relative to the technique of non-— i 
dircetive conference leadershipe (The peints sctur lly discussed have been 
omitted since they were AUD Trae in the ontici petec disoussicn cutline «) 
III,. Conference Plan | a 


1. Group Objectives © EY Wi, 

Tce discuss and examine the orobloms me oresran exccution end 

threush the modium cf group section to develop a chock list for hee 
preeram executione , te 


ta . 4 . 


2. Discussion Outline. 
Introduction: i fh, iy 
he This week the group hrs discussod imrortant phrases cf 
administrative management. The functions of rclicy making, program 
and werk planning, the srinciples of organization, the relationship 
between line ond staff administrators, the use cf tho budget as a tool 
ef menegoment, the training and motivaticn cf the: yersonnel, the function 
of eemmunications in keeping personnel infsrned, and the ioeeernces of. 
personnel positions for leadership have been thereushly presentod. i 


(4 - 


It might now be a propriate fer the grouy tc leck at the execution — 
of a preerem in tho light of the. ee sogmonts of administrative | 
monegomont that heave been analyzed anc discussed hore, Such on oxorciso 
sheuld orovide us with tho opportunity to. ay ply certain: yrinciplos and- 
guides to sone kind cf plen for eeticns 


By.) eG problem of program oxceuticn is rcolly. the eueen de) 
all edninistrative prcblemse: Tho public domands’ some tyne of service, — 
representative government grants the charter and provides certain 
funcs for the are artson of the service, and spells cut in bread torns 
theo gonora Z objectives of tho serviac program,*: The executive branch 
of ecverment is then chor-ed with the dotailed planning fer tnd tho 
oxceution of tho service. . Hore is where 211 members cf the group Ait ee 
ae the picture. G92) ges the eroncios we represent are operating under — 

¢. Ccngrossicneal Charter authorizing and directing ‘then te provide efor’ | 
nany services to many divergent | segments of the publice iis omployces . : 
or as administrators, wo are: all invelvo A inthe ecamplox task of 
oxceuting, both singly: and sinults snecusly, programs designed to scrveé ‘ 
the vublice ment ae Bouton wh 


‘Fortunately, danceratic government previces for the criticism Be 
gevernnontal procosscs. Not cnly must the ETO, which is charged 
with thc execution cf 4 pre gram be prepared te answer the attacks of 
those whe oppose it purely on “olitical grounds, but it must’ be ready 
to justify program exceuticn sclely cn the merits cf food. administrat 
‘Regardless of ‘tho basic cause cf criticism, poor administration of a 
program provides the fceal point cf attack aginst: phat : Sey 


a 


mare Oakes Le on De aeeales tires is “Little cuesticn but whet 
s boon rendered to RES public “ner aclar « of mublic 


oe What hee be the ae ge in ro card t 
plens? re Weeks oi, f 


Mi 


ec making chances in »regram- 


¥ . j i ‘ ; it . : fs ; s 
Whet are the facts that uhh te be considered in deciding upon 
a change in pregram plans ; 


ae Aro the nlans for obtaini ine tho orisinel cbhjoetives being 
effected in whele cr in part? | 4 as 
ghey Have the original objectives chengcd? If sc, by law or 
; voy (tine .? ai 
Ce. Do the vians conflict with cther srosron lenaa 
ad. What is the scurco and inoortence cf pressurgs boing 
exerted against tho program “lan? , 
Are the cotual oxpenditurcs | consistent with the plannod 
— exnenditurcs? - 
Whet is the timing of the Man “ 
Heo i Aro certain che Sos of tho pregran choc ed or behind schedule? 
Bigs ; How lone has the criginal vlan beon in operation? 
How often has: it beon roviowed ? ; 


a ago hon wis Summary 
“Obs cativos 0°", Lew Conflicts 
Groeuns Benefitcd _. Groups injurcd Pressures 
Expenditures tin Tamim. i, asl eng 
Review Relative costs vs Bonefits. 


ie aera Possible Lctions that. sould: Wie taken | 
gees ade Chance crigincel ple n in whole or nS gh BS a op 
be Abcnden progrems 

bye Og No change: in orizine) slan. 


Se ‘oich Seri tas action La ec laea ay 


4 


3 


a. Will new plan or revised plan, stiit achicve sorvice 
ELON OC UT VET ta) , 
‘be Isinew plen covered by oxistim lew cr Pree iaent iat Policy? 
ce, Is now or revised plan feasible to carry cut,? | 

d. Pessihle results cf delay in change. 


4 


+4, Final action -- Statanont cf desired policy by groune 


6 Bc cen the accuracy of) work assignnonts be cheeked | end evalucted? 
La Mia re sth, Sh obswo 2c considcred? 

~ ag Is thore a besic job lead analysis? . 
>. Is there a convrchensive work plan ‘esed of such on analysis? 
. Have positicn ola ssifications boon reviowed? , 


3 


Ze 


de dre “there & aeate a ‘neecnplishnent 


ibe Develcn work nlans with ostablished nricriticse pil 
ee Readjust. i elictnents 


‘a, Cost) and tine faobers. ae FAN Sa 


Ce De these work acccmplishnont roecrds: line up with | 
plenned work? HR HT is 
f. Havo adcquato cost/er 4ob < acocunting records been 
meintainced? ACN a eS 
ge What is the status of 40 allobacnts?! : Peete fe 


é 


Possible action to be taken? | ON Pants tun) 
2, Develop jeb anolysise r 


ce Review ole .ssifications in light of cssizmonts. pie 
de Establish adequate record koeping « ee Ae ae a arate 


i ee) BN ay ; reali hy ath 
Yei gh oe aIL el netion necinst sbjootives 


be Effeet on immediate objectives vy rsus Di eaees on donger 

range setts alates eae 
Final notion A Re aE . 
a, Condensed stateme ont ond sunmiry by ‘grcupe ia can 


Aa 8! | : 
chat are some possible "Dottlenoeks"?, CNW aa 
ao, Availebility cf m-npewere pep eever wah vi 
be availability cf ossenticl supplics. he 
co, Lock cf trained supcrvisicns — PU ar Enid ci 
d. Breakdown in transportation. TaN 
é,. Inadequate and slow comrunication between top. mana gomo 


and eacticn lince : ae 
f. Prohibiting cr conflicting regulations. x 
Se Shoert-rance technienl plans lagging . behind the rank: soho 
he Teo highly centralized ccutrol over romote apereticns 
is Interpretations of lesality. 
4. Securing cf cooperative enabling acts or “ews. 
te Bud ret aclays ry 4 \ ns Hehe wht Ea 
° Fisenl ce leys DER Cray De te . 
me Inefficient reportinge | y ue Hi ees 


Possible action | | Ape Ai Sa 

a. Proejob survey of EES manpower, tend surplios. 

be Scheduling with 2 eenstant check of nrosress. opainst 
scheculese ° hey 

ce Trensportation surveys onc. DIANS e 


de Stop UD ccmmunieation fags Tt ts oR or r stroo omeline oxisti 


: a 


‘ . OnCSe I , i ; 
6. Impreved ecntrels - Inspections + = Reports 


NN 


lotions be detected in “the ineipiont 


Fy i 
é 
. 


- Seanples ae unfeverable Hosts rolaticns A 
Unfaverable editorials. fae 
Unfavorable speeches, unfaverabl. ‘comments, etc. by radios 
Strong vressure greup roactions Rite: 

‘Letters from lcaders cf varicus crcu xs. 
papeeRe ecmplaints. ta. tdministreters.+ 


2. Possible weys. cf detecting those unfaverable wait rolations 
| at an early stages) 

a. Distribution of responsibility for coverasa -f news median. 

by. Clipping Servicu = TandB oy) |. ‘ 

Ge Investicote unfavorable ecmments. \ | 

de Maintenance ef contects with »rossurc BLrOUnSs 


Wheat can be dcnee 
a. Immediate investicaticn “and corroctione 
be Develop adeaunto pro-atteck public relations Orograme 
Co Increase, information service te previc te knowledge necded. 
4, Woeish facts 
(5 Fess “WA Acticns intorfore with cbjectives. 


U 


“hat are scme cf the best metheds of ened ip: progrem bandstionce 


Le), What? ere Oi Gane and kind cf adjustments that can be used? 
ie gO OLA TER ret HOR 
EE no WHE, (2) Wevetined hy (3) gredund - @) smtacn 
de. Realignment of budget plan. 
ce Roalignment oe time schedules for various aE of the 
programe P ma 
Ce Redistritution of MEMPCWOF » 
ee Roorzanization cf program staff. 
‘f. Speod-up rayments - cbtcin aint A Roa aad 
ge Strengthen organizatich factors, such © 
: (1) cemmunicaticons (3) ecatrols 
(2) preecdurcs otc. (4) insnecticns 
: (5). roperts | ee a 
WJeigh the kind end type ef edjustments used in ecmecticn with 
at bove fects. nhl i 


Ay 
. 


See objectives. 
-@— Is thore © conflict hero? 
et tet objectives. ty | 
ee List pessible actions thet cculd be taken. 
de Meigh each mpgs atte, notion acainst RHE OEAY Cop . 


on 


Final ¢ eetbicn -- Stotomort ef desired nelicy by AOUDe 


1. 


Ze 


Xie 
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Ze 


i 


Bi? 8 Ts 


If a progrem "Bogs Dewn" what is the first 
Te pois? ; Ge at Tk Mee aoe 


‘hat are tho facts concerning teed "boged com" betes 


as Complaints Buh ehy . 
be Unfavorable public rolntionse i ve Sea ree 
Ge Slow dcewn in service. . he Me aa dy 
t. "Bottlonecks”  s described nbcvee Bie RAR Neg 
Ce Achicving different cbjoctivos Gppreved” end compare 
touthe original objectives 1)ts 042%, ites WAR ake a 
(ie Pe a HON SN Vike i: 
aaa: acticn Ber mM an a AL MNS Sheek RIE i 
‘ Ksoertainment cf the’: pitty factse TN tere Rea 
in Detorminati on | °f tho mein emtributing: CCUSC es ge eh 
Aetion vs. objective ~ gl Aine i spa ayias Sask OA 
ae Is there 4 conflict. ote? BS Ba ee ay St a 
be) List nbjostarcsss Giciy | yi St 
¢e List vossible acticns that. ats: be. token. ONE lade 
d,. Weish each possible action accinst objectives pet, ae 
Final action ey Bs . 
a, Is it the best vessible acticns | x ; 
be Will it provide immediate relief, f ‘ 


Vhat is the offect of realistic reporting ‘by vrogrom exogution 


What ee sstitutes relists resorting? 
Is progress actually measured by ¢ necurate criteri 
‘Is reporting current ond up=temd SRG Vie ee fa 


Que 
De 
Ce 
de 


Provides fcr chocking 


se) 


aber « 


* toh 


&re renorting systoms simole, yot. offective? | i 
ure reporting’ systens standardized? Rie ya Ney i 
(1) D> they inhibit acourney? (2) Do they « aid acourncy? 


dees reslistic penert affect >rogrom oxeoution? 
Improve and maintein geod communicationse era ee 
Gueranties rapid ecticns Re Baan eh 
Impreves coordinaticn, Lee ae Ree 

on weak spotse 


: 1 


* 


C. B. “ylic, Pun 
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re ae: is fehe: hurcn clonent thet Peodaus the success ef any undertckinge. 
se ne.goment suececds only to the oxtent thet it aires” thought and planned 
Decree to the preper scloction, develornent ta eonecuragenent af those 

tho ac tho goes “eo Ut is SRE ee te handle neaple by a formula. 


a a. dignity end 
"ie air | wont tc be robennived, to erly he.ve 
pare in Pope wate ‘affect us, and tc be treated equally. There 
‘9 neo forces in neture mo ro notent than 2 ¢rcup of individuels who 
ih re insvired with 2 common purrese and are ecnfident that they ere 
_feirly troatede (essage from Scoretary of Asriculture Brannan to 4th 
- Personnel Nanagonent: Foe oti ns: in Peorin, 1949) 


‘Tho function cf mene genont is to get things Anes 
i ie . 
' “The tools of nenagonent are neoplo, thins cand money. 
gtr a oy . Bt \ 
rit yee € oy hae r - | wa 


‘The prcblon of mane § somont is the nronor utilization of its tools. 
Te _ Money can te aye ewed cy * aprroprinted ;) ‘thincs con be improvised, 
‘chengod or done without 5 wetve aot ues use people pretty much like they 


age i. 


me iE. EM Phovans? 
| Bnpleyoos are pecple with: 
 fmbiticns thet ean be stirred. 
ae Nerves that ean be shattered. 
Pride thet can be hurt. 
Hopoa thet can be tealized, -")) bias a i 
“s yey ANd A dN Wisicn in Supervision", BAI - 1948, 
‘They ore the product cf their a ancl 
ithoir training ¢nd ecugaticn 
their’ enotional ex dcrionces 
thoir heredity 
their ROMA Ey WANT 
on host of influoncos, soca ene bad, strong 
ei Da is 1k end weal. | dN 
in) _porsene VL Heaney often affect their acticns moro than reason or 
| p11, from the tcn te the betten," 
“Production Engineering", by Professor 
: Harle Buckinghen 


& 


WHAT IS MOPIVATION? Ba ng 


MeSe: "Motivation is the eee. or precess of : furnishing wth an 
incentive cr, inducement to action," 
E.Bes "Motivation is what makes people work, cr want to work, a 
DeHes "Motivation is an indueoment to do something, or to conse 
or refrain from: doing sc methine" > ‘ 
BeHezs “Motivation is the propelling or innelling RET ne tow 
ward action; especially, r-ascns cr urfes resulting fren 
mental state cr processes, or ees i which induec 
, incite or stimulate acticn toward a zonal, whether con= 
structive cr destructive. Such reascns or urges may be 
caused by dcsire, actual or ime sined need, inhorent > 9h 
acquired belief, or pressures which, if ignored, would ‘ 
savorsely affect one's perscncl desires or necds, or work, 

azainst a couse or geal in which one believes." é 

"Daffyn nition"; 

_ "Motivation is whet makes people do eine 


Motivation is the noving -power behind all Acta cha all conducts 
dco things because we have, to, or because we went toe “Went to" is — 
stronger and mere enduring then "have tc", It chenges forms of life, 
sccioty, end institutions. It "get things co one" 


WHAT (RE TER COM‘ON EMPLOYEE MOTIVATIONS? 
Mctivetions are net exclusive, by definiticn. They appoar in over 
lapping, intcor-dependent, an even anpa \rently ecnflictins, relationships 
They reflect the creat complexities ef the hume ‘n mind, and the almcst 
cosnic bonbaranent cf humans by ‘their environment and each cther. Seno 
stand tho rocks sgninst the currents cf lifo; cthors sway with avon yUe 
breezes) 16. is renarkable thet more of us erent” CraZzye ; 
Resoarch has cdenonstrated thet motivations are chseure devious . 
thinese. We still don't understand then woll,/ ve find deeper and vory 
significant ncanings whenever wo dig below the surfa ce of cnployees 
superficial connloints, such as tee little reom, pocr equinrent, draft 
bad light. Dr. Alfrod J. Marrow, whe is mresident cf a manufacturing | 
company, as well as a prefesscr cf psychelo; CY» says nano.cement fails — 
mest in lacking knewehow cf the psycholosical principles thet make fo 
ecepers ive offerte (Businoss Vieck 5+20- 50). iin ah 


Scientific studios in recent yorrs shew th’t worker cutput is. 
effected moro by emotional then physical foctcrss’ . . } 
d 
I. EGO Sati sfnetion cf acecmplisnent 
Persenel Pride . 
Reccgnition cf ceermplishnent 
Socicl reeognition and acceptance 
Professicnal or vocational advancement 
Excolling over others ee Ns ea 
Estoom of ¢ -sscciates — ahaa 
Wantin: to "beleng", "to bo a vart of" 


ie of feiluro or -rofootion 
arava necossitics 
- Security from want 
‘Independence - 
- Froéden from worry 
KE TOTAL OL OL yaaa ‘ 
- Luxurics 
‘Higher stands rd at ‘living 
Perscnel possessions 
‘Savin gs ond investment | 
im orrowaL | 
Love end effocticon 
-Patrictisn 
‘Leyeltios 
_ Honesty 
Synpe.thy 
Porsenol likes and dislikes 
Resentment end frustrations 
PHYSIOLOGIC. | on Mects ae 
Montal and tint act hoal th - 
Abundant cnergy 
Glandular, ° 
Animal attractions 


RELIGIOUS, ‘PSYCHIC 
ABS, "virtues (foith, hone, onrity), otc. 


ARE SUPERVISO?S POD IVATED?: 


PiMiggrenaniy: not a aa as ompleyees, but as surorviscrs,- and by 
- emmloycese Just as a supervisor cots work done throush onployoes, | so 
Cidc:. employees achicve thoir desires throucsh suvorvisors. A good 
| uperviscry-amployce relationship is cne in which they motivate each 
other and ° .chicve nutuclly desirablo, cr respectively dosired, objectives. 
Supervisors cre motivated by many cf the Noco" tyne: cf motivations; tho 
‘emotional; end indirectly by the Noeonenio™, with respect te their 
pplice tion by omployecss \ 


THE PRINCIPLES OF 3 oP IVarioW Ec ESTABLISHED i iN AGENCY 


) ie ga’ Ib is " ocamonly asscrtcd that manag rant docs not enpicy 
proper understanding oan “rineinlos of nsychclory te its pverscnnel 
aed nee through trainin: of eee superviscrs ond 
a standards for their overy= 


is pes itice: 3 
_motiveticn,., 


of Assistants, Training 


o% Mon yt y < 


many 


T._D. Fentaino, BLIC 


\ , 


“Training is cne of pana conent t's tcocls fer achieving fullest and 
- most offective utilizeticn of menpewere | 

fi ; \ 
'Whet is training? i | 
Q. Training hes boon defined as a preecss cf, siding 
employees to sain effectiveness in thoir present 
assipnmonts or tc propare. fcr future assignments 
through the development cf anpropricte work habits, 
sla (oie knewLodgo png attitudes. 


De Moro ey troin Lin ¥ means enue thom tc acquire 
the knewledgo end skill necessary (tcc their work 
well and thus causing ompleyecs to become intorestcd 


in their werke 


8, Is training justificd? 
a, Porhens the simplost argument in faver cf o training 
iy pre grem is thet sn amonoy peys for © training prrgran 
i whether it hes one cr ncte ; | 
De Ask @ fow questions cf agenel os. which claim they, have ne 
training progrome | 
(1), Do they hire 411 their cmployces with 
skills and abilitics and cotituces Sey 
to the jebs tc be done? 
(2), Do they nover make mistealeos which saute 
have been avoided? cp 
(3), Are thoy fully eequeinted ea Buroau 
policies, vrecticcs and sreeedures when 
\ they como: en theirayroll? | 
(4). De’ their omployecs learn nething while | 
i thoy RPS WORE P7146) 8 | 
BP ict (5). Do neno cf thom propare thonselves for 
Pech ea hie preactions ? Slav . 


sw 


“Vhhat are eia vonofits ofa treining orcerean? 
Oe Benofits ofa training program te. tho gove rnnent ares 
(1). 4 constantly inpreving preducticns = 
(2), Lower eosts cf cperaticn. 
ae (3). Better mcrale through fewer griovances and 
Pe in) a eoorim ba Litt as!) aN 
- be Benefits cf « training oregrem to ‘the superviscr aros *y 
‘\(i).. Betbor eontr<1l ever mreducticne , 
o (2). Fewer backlozs.: ik “| 
—). More tire available to cssume greeter 
responsibilitics. 


(5), ei sate elas fies : of grb heagech aa 
ce Borefits cf a, training wonerran to; tho: cnpleyce eres 
(1). Less fumbling,- ine Peet en ind orneree. ui? 
(2), ‘Satisfaction cf doitis,c: Job irirht, 
(3), Continucus erewth iand ability. £4 i 
4), Closer ecntact with his suporviscrs — puny and MORN: 
), Propa reticn for promoticns (9) 17 Se Mae ae ls 


. 


. < : “ WM gh teh eh izok 


5. What are the hpaentieds of trainin;? aot 
Of, Objootiws: cf training aresico ). Pe Aree kiN Wen Lhe, 
(1) 6 ills aint now aiployecs with thoir. jobs. VARESE 
(2), To seek cut these -caployces ¥ wheso- PELE TRORSD 

is eer standard eis ren ey: Lk f 

(3). To dinerease tthe skill of ‘the: enp oxoveees nlready 

cn the ame on to train present. emplcyoes ecn= 
tinuously tr aid them te adjust speedily to ges 
chanscs in Wendin: methods and missictns ay 
Tc prepare anployeos fcr “dvencemente sy) Pama 
Te develep eonpotont supcrviscrse si. Wel sek 


on > 


~ - 


OS foo 


er 6, Three major considerations in a training “erosram aro's 
fe The jobe : ete erie: ESA oe aaa fo 
be The solecticn of Priebeae for traininc. ME Le MLN vy nae 


Ce licccuato instruction» with Pollowurse # 


Tow PCAnte tc ioe ecnsitorce in the solecticn of cnpleyoos for Hy 
training arcs, ih SOL Danse: 
&¢ Personnel arpecrance | EL I Gea AS 
be. Perscuality. ; : oe 
Ge “Level of cenorel intelligence. 
de Werk reecrd cf the individua oly 
Ge Fanily rcloticnships. 2: ty) at Ue REET an Rep yee Vy 
f. Personal savings end finances. SOUS RM VAAN etait et 
ge Level.cf cducation } . 

8, What is the desired chemical compositicn of an essista nt? 
The indivicual wo wish to train should centains «4 little Marky 
suger, but net tee ‘sweets: a lot of “eelt, eee a thirst for i 
knewledze; eibit ich canine posteu: ate aie hico; starch, 
to stiffen the backbone; pretein, to - luo him te the jobs 
fat, oncush to tke tho squcaks cut, oe loan enouth te be 
pes Ebuic, oncuch to sock. new ~aths; hemnenos, eneush: hia 

eatalyzc his roacticns; enzymes, t* Cigost: and assinilot t 

the jobs gray mettcr, ¢ncouch tc nourish now eMiNires ) AAC, a 
vitenins, for the sunshine in his Oe ta ie Va es 

ei Thecervace ‘training is generally aeoopted 2s s boing the best _ 

means cf training. , ‘ La ; 

be Shatinnre its adwe te ses? 


5 2 , Mer eta ih 
. Tho tochniques « ned “oreeed lurcs 7 with, which fie 
troince werks cro the. "roal thines". 
Training is accomplished in the same onvirennent 
as thet in which’ the employce will work. 
Quickest and mest practical end cecnomicel, 
Prevides maximum practice under cbsorvatione 
Most direetly rolated to the ond tc be 
accomplishods 
at are its disadvantages? 
(1), Net suitable for hancling large groups. 
(2), iat ata more time por trainode - 
,) What are the. basic etapa! of training? 
a. Prepero the treines (Tell). Pe | 
be Present tho mea toricl to be: doarned (Shew). 
es ‘Assimilaticon-cpp plicaticn te traincets 
Hay gob (Practiog). aM Sut 
de mean on untorstaad ing ond ability to 
Wao eee 
Wheat cro the acinantte peints cn indivicuel training? 
ins Giver undorsta ndable and ecmplote ‘dnstructicns. 
be Let cach worker know how ho is meshed Y Lense 
Co Give credit when erecit is auc. | 


Tell reople in eavence about cher ges thot t will 
‘artocs’ thom sii wae . 

Make the bost use of cach’ Povakats ability. 
Enecurage workers to e- me té you with suszosticns 


\ 


and for counsel. , ! 


Off-the-job training. Besides the nam away training, many 
jobs require © large emount of related informaticn, much cf 
which can be learned advantageously oft asi jcde 


Controls, tie eoticns, ‘Révicws 


if by mi ‘ oh 


f 


pe Sa By Goteay S08 ay ee 
Nish eC UNGERIROL Oly a LN) OM LIER a 
 GOce ae Amiiors, PEL ie eae EO we Nite 


‘CONTROL 


- i ‘een Ay A 


‘Definitions he orate SMR hn | 


Control is tho oxaminaticn of pesuiten: i ey boned is: er 
thet all, cperaticns at all, Limes are earricd out in: acecrdence ith 
mlen adented =- with the crders given and with the principles a 
Contrel compares, discusses, cnd criticizes; it tonds tet stimulete Mi 
nlamning, te simplify ane strengthen creaniza tion, ‘to dinerocse tho 
efficiency cf command am tc facilitate ccordinatione. ASL 


Basic functicns of centrol: abi 
é it ane ny i “el 
Lote mie eveas nolicics in cporatlone ~ 
2e To cebserve, woigh and ocnstructively criticize thot plan 
' of organizations ; PGi 
3, To study, oxamine end recommend: improved 


4 To analyze cata and measure progresses 


Summary of control: 
ees ERE a TT 


ate essontial steps in making a-satisfactery disnesitic 
problems ! i he ' Piet e babii 


to Rand fount. Nee Dah ne ON GUN LUC Sy Aria 
2 Detormine cause, 4) fs LAUR ee et ie 
3. Formulate corrective Rott ons eta ibe vi i ) 
4. Prorare rocommentations. ee cee ei Mea ali 
Be Follow-upe . * 49 


‘TRSPRORTON. Wyle enna 


Definitions Be OC ae STEEN CU TANS Rt 

RD , ‘i \ ced jaa 
Inspection is an authcrized oxtnimtion ab cond tions and 

egainst established pclicics, plens, etandard S$, and speci ficctic 


Seme basic purposes cf insnecticns ey Meee Oe 
le Uncovers gccc ideas - hel>s te sprond thane ena 
2e Uncovers sood TONs | apace ts 
Se Improves morales 


Keeps the heads of ane “organization Ap orneal 
Serves as a training device 
Leads to am pE Ow nons of ste dae 


Some fundamentals of inspections 


There must be o definite ob jective 
There must be an established standard if: ‘vossible 
A critical ext ne phen and recording of fects 


oe Broad concent of program 
Thorough 
Analytical 
Feir © 
Practical 
Constructive 
Be humen 


nae ih repomh as on official recording of facts or conditions 
peel includes ecnelusions or recommende tions. 


ih 


— Objective 
Findings 
Recommendeti ons 
Exhibits 


ty Service Forces Vamuel 1 7035-1. 
Army Service Forces Manual I 703-2, 
4 Admini strotive Management - U. S. Forest Servi cee . 
ALF Personnel Monagement, Conference Out Piges,) Nosy La ierou Aino, 
ok Coordinsting ond Controlling Operations, John B. Thurston. 
How to Sct Up Management Comtrols, Alex WV. Pathe. 
: Tentotive Standards Fon Appreising supervisory Performance = 
i Research Committee of Society for the é.dvancement cf lanagement, 
‘Inspection Activities A the Soil Conservation Scrvico, F. G. Renner. 
“Writing Effective U. S oDeisre Reports - Division of Troining, Office 
fod!) Forsoancle | 


get Sins 


a a ee ee em 


CONTROL : 


Oe ee ee er 
is 


cc en ne ne ene on eee anes ae ae mere semerenaare neat 
ect pod Nn RS ANE ERS RO SETS = REG AMAA A AE 


en a a et I Sas ay : ae 
| Procedures | | Progress 


ee een eae aaa ee 


a Se eee 


= — | @rganizations | 


ao i ; | ; s ay ete oe tes a 
a Se =e | TNSPROTIONS ae ae 


| asic ceed | Besic Functions 


: i 
~ - - a eemeaneal ee eee 


BProli | Standard: 3! Specification Uncoverd 1 — = 
: good good = 


Standards: | sneciFieationg 
; a 
ideas | | mer men 


ae a eee 
tt 


poco 
Keeps ‘Serves 2 as Improves 
heads j training standards 


informed} idevice + 


eS ee Ne 


RSPORTS 


| Obj satires 


_ 
ee egpeest am snares been 


sees einen nelle ee pamn emmens aeise ier Siam 


ee Se =. oe : oS ge oo 
| Findings Es . | Recommendations | 
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WORK YEASURELENT 28D WOPK STANDARDS 


By 


Henry C. Stearns, OP 


1. Whet is Work measurement. 


4 Pure Any proccss which measures the timc, money, effort or © 
matericls required to do © jobe 
In use A method for establishing an equitable relationship betwe 


the volume of work performed and the employee timo expend 
in performing thet volume. : ; 
Fure Qe Lwrote two books last yoare 
. be Tho two books I wrote cost mo 5,000. 
c. It took all the strength I had to pinks 4 the cnvil. 
de I typod esch pege of menuscrint in 15 minutes using 
oxcellont gramy.r throuchout, leaving 1" margins on all 
sides, no typographic crrors, 2 carbons, elite typce mi 
e, aftor typing the monuseript, I assembled the- pages by: 
sorting end leying tho copies on 3 viles as follows: 
First pile: all originels, Second piles all first 
carbons; Third piles all second carbonss . This wos 
done at the rete of 3 seconds per Doge. : 
In use oe I typed menuscripts twice as fast cs Bille sy 
be. At the rete I am going,,I can finish 2 books next yesre 
ce I heve to quit writing books--they take up too much ; 
time that I should spend with my fcmily. 
de Since I clesncd my typewriter, I tyvo a page faster 
ond clearer than before. } 


my: o~ 


Work Standard Sie, 


Pure Is the description of the cuantity ond quelity of work 
be done in a siven time; at a given expense; or with a 
given amount of offorte 

(1), Type one page, sinele spacco, from hand- 
written copy, no carbons, 1" margin all 
round -= no orfsures, no strikcovirs-- 
15 minutes — rs 

Tho tendency is to use the time clanent only in work mee sure= 
monte Time con be converted into money rather aa 


2. Why have work measurement snd work standards? 


Negatively: To tcke guess work ond momory out of mone. genon 
3 The know how and the timing hid bsen left in 
honds of the workers before Taylor and scicnti 

managemcnt « ae 


CA 
© 


~47= 


re 


Positivolys. To givo to management the koy informetion 
jbl ed oS 
necessary for planning, schcduling and control. 
i t 


a 


You can't monage intolligently without knowing what a fair 
ays work is. dork standards give you the answer. 
Whet en administrator ncods to considcr in starting 
systcmse . 


Qe He must consider thet tho responsibility is on him. He is 
the guy who will have to mike it work. Ho is ‘the onc who 
will heve to enforco it. 
be «re we doing all right without it? 
ce How much of it? How detciled ond exacting must it bo? 
This is the {64 cucstion. The answor will depend ons 
(1); Nature of opcrations = how cesily do they lend thom- 
solvcs to detailed analysis. 

(2), What is needed by cdministrator for planning ahd 
controle io 

CSiky Pressures from outside. Congress -= on onc hand they 
encourege it -- on the other they don't. Budget 
process == cncouragco ite 

(4). Pressure from insidc. Supervisors, cmploycos. 

(5), Cost of system itsolf. 

de Whet aspects of your progrem do you went to ccver? 

(1). “hors most personnol aro? 

(2). Cover things scrvicing the public? 

(3), Cover simple operaticns? 

(4), Cover thinzs where you susvect improvement is ncoedod? 


) 


Mothods of work measurement -- stcps to take. 


These stcps “re consciously or unconseoiously.taken in work 

measuroment, ***YOU Hi.D BETTER TAKE SUPERVISORS sD EVPLOYEES 

Iii ON EVERY STEP**x 

&» Seloct the areas of your operations where work moasurcment 
).is desirable orinocessary.s 

be Solect work units to be moasurcd. These units would be: 


(1). Soncthing completed -- voucher audited; page tyved; 
application oxamined; docket 
proparcd; contrect reviewed, ct. 
(2), Something you can-count, 10 pages typed. 
(3), Expressed in familiar torminclogy. 
(4). Broadest homogeneous unit which will serve the purpose. 
This is tho tough ones It. gots back, to what your 
administrator wanted to bogin with. 


1012 cr 1034 vouchers audited. 


Goneraliv the farther you get’ from the job, the less 
fotail you wante 


on 
e 


be 


c. Definite work units. ‘Tell ean ae 


Work standards involve & great. deal merc donavde rayon then vw 


space, without crror, pcr hour. Why is it not ee 
E) gs } eid 


You have tc. take a few extra stevs in work mor. Seren when 


{ a NT ‘ ; aa) ie 

de Doviso & systom for: individucls cr groups | a soport + 
the Lana AB A a ar Dan 

number of units preduced baa hour, Per woek, Por coy © 

sono other unite ¢ 


Ce Sco thet everyone is in structed in detail as ea 


eee 


Setting Work Stendards. 


moeasurcnont. Standards beecie the methods of measuring ria a} 
cmployee's perfermeanee iw torms: of s tic dos sired ecals 


You have te be ecreful end ienow whet you’ are ovine tcee 
before you shy "tho standard is 4 pas pages tipowritten, si 


eS 


work standards are to be tho cutcome Se LIL wlorlinc these 
oxtra stopse a . 
(1). Scloct the aree of cporations. (Semo ) 
(2), Select work unit. (Seme) 
(3), Simplify and standardize the mothod. 
(4)* Define the work unit. (sane) iy) pia 
(5), Indicate the quality SINE asa EC aula Us aal ss -- the 
spocificaticns « . . 
(6), Explain description of werk un at! (enna 
(7), Establish uniform reverting mothods. (Same) Or time stue 
(ete elcse ié dork); . |... .. more perfect 
ee might. oer eae a jie 
Vig Diets might be the cause cf breaking dewm your werk uni 
(9), Lecumulate date +? Some say 60 days » «..« If Genes study 
try scvoral. of the best workers ‘ 


(10), Sct the standard -- Best - Upper cuartile -- aver 


Uscs. of stancards in manag 


POmOMT eit ay 
Xe Tells overycne what a cays work ise 


(1) Enployce 
(2). Supervisor 
(3). &dministratcr 
be Snake tt end cmployce uso in ey te day rolations.s — 
Ce Fair assignmonts. 
Ge pone ce onpleyoos end unitse ; 
ee Budgets - rolete cstinetes to prejectod programe 
fe Looeto activitios in need of managcnont inprovonent. 
ge Meaxinun utilizetion of manpower. : 
he Tost: effoctivoncss of new orceedures and boohniaus ees 
Iai (Prod celow, 6m wloyoes and keep enployocs on their toes. 
Polite literature doesntt soy so, but it loose Cea 


‘ tandords. 


eh), 
is 


‘Shows There. che ae! is “doing Vanore, Eliminates genoral 
_inprossionss. ape nents i 

ea check distr ribution of time bee ee Help enfcrese 
Che capes bebe mee ee tire saving idcas fror one 
unit to ancther. 

Can test preccdurcs. Wa 

Can us © puss ex sperience te pain future PLOGrans 


(ae ee Sak 2a hg i 

De Be sure. to trko omployces sa nee Mey 

‘be Dontt start. it unloss” you are scold. 

Co “Watch thet ‘poeple. net in. the aa con't- start uta 

a wrot ng ecmparisons ¢ 
Total changes in volume hone olwcys tolls the whole story-~ 
certain: overhead necessary even for avery “smal pad 
‘Don't let the. ‘system gc out without 0. definition of 
que lity ae Nel Gas dade 


} 


ai? deine as 


pote ae Characteristics ne Equatic 


Dye 


- (9; ° se Wylic , » Bu 
} an nd 2 ‘ ‘ bs pe ' ; ; ‘ vit i 
Me. We ne Pili. os Ae ta KC ae 


Na adage eoment mikes ne LUnaape tan ‘chavt: inary bates ene 

behave in « wey ethor then human ----- Sound mene ZOMeNt far. from 

Bila expocting vecple to change their basic tendencies, copends. abso lutel 
’ on their remeining human, end Pana ils thes Cc. hhunany tendéncies to: 
ward the gocl of the organizaticne! | 


Burecuercey n by Je iy Jaren 
f Orgenization is « group cf jneivituels | Moreine: iE oaeehen, eas 
ec eS ET ED to h 

common objectives Organizations ers made up ‘scloly of Pooples 


: 


ere two fundemontal } cinds of pecple in covery orgonigntions “TOP ne 


or supervisors; ond Bottom peoplo, cr enploycese Sore poeple &: aro b 
top and bottom pooploe . 


Poople arc. huntn, which moons thet thoy ususlly cre net 4 whet 
think they © vo, 2f sou; Rave takon the troublo to think about ole 
principles cf crganization ond clessifiecs ‘tion require thst, so for ¢ 
possible, wo label poople end fix thar in nlaco so as to produce th 
illusion of "knowm factcrs in administration! - This provides "suits™ 
or “ynifcrms" for tho tceame | i ne 


( Humans cro highly personel, which distinguishes then fron eo.ch 
other in wmistakeblo woys.  Rogardloss of uniforms and Ie bels,. hunt: 
OL A run rampent in and cut of churches, schools, bers, art 

eallerics, sonncees, end orgenizations » f) it worcn + for the com= 
Ditonuieue of human porsonnlitios, you could dispense with ‘throo- 
fourths cf the porsconnol specialists, Hult bho superviscrs, and 
ef the psychiatristse ae nA iis 


1 


Pecple are with us tc stay, which moans eke porsens Sees eae 

thoir peculasritios are, tcc. This makes the executive's job aa 

principally ene cf dealing with pecple, of judging, adjusting» eal 

and werk cing around personelitios. This is ct the core of gotting 

pecnle te Soni their energics in harmony with each ag “a and got 
things dono. ue uy 


ee be taehe as " 1 


Perscnal charactoristics cf ton poople:s Tep people, mé coning — 
executives ond suncrviscrs, heve their eculinnitives simply as indi 
Meny cf their pnersenality traits hove o direct ber ring, on the job, - 
ie otherwise influence their cffectivoness 1s oxcoutives and sup 
Pe, Pronerly adjusted, those traits hornenize with cock other end 


Mi aa. individuals | 
find thensel in meeseerr ey sles Sy one ine yerictions in the 
iSycles of o7 ‘gendzotions, nroduce practicatly 1i-.itless pernuta- 
ens” and embinaticnse" Sono -f these perscnality traits relate tes 


| Keeping informed about his job: and his suborcine tos! jobs. 
‘ Keoping ee subordinates informed, | : 

Bars \Knowing how to get werk dcnoy. i 
Knowing te to get people te werke mete 
5. Developing and using “his subcrdinatos effectively. wh 
9 His ability to lecd and influence. 

»  Onerating at tho preper level. 

Leyclty beth to his employees and t his suneriorse | 
iFairhe gs) anc reac firth in work eee one treatment of ee 
his subordinctes. san 
Understanding end huma nene ss. in son tate with all omployec »orcblens. aie 

Decisiveness in meeting problans and making plans. 

Respect fcr his work the the. work of~his omployccse 

Consistency of policy and judgment. : | i 

Sound and thcughtful judgnonts. PG ROR ee 

Delezate authority as woll as responsibility. ; Re 

Following established c channels. H Oe: 


se La okhresteutecine of omploycess Every employee group hes a ida 
“rroup™ o rectcr, which is the preduct of its individucl charactors - See 
and its ALR aie s chereecter. Employ:cs are influencod by the. Bs hs 
character and conduct ofc esscciates = eg well as of thoir superviscerss. 
‘Some cf these troits relate’ ‘tos 


te Ability to get along with othcrs. 
(2. Ability to receive supervision. 
8, Willingness to accept assignments. 
4. Promptness in execution cof assigmonts. 
5. Putting in an honest «workday. | 
6. Scelf-improvenent and cducaticn. 
7. Loyalty to pregrem, agency, and co-workers. 
. 8, Honesty and feirnoss in relations with others. 
eS. Choerfulness uncor uy APE ecnditions. 
10. Interost in cters and thoir welfare, 
‘ll. Sympathy ene understand ie of othorse 
12. Following channels, a. 
13. Desire to serve. 
14, Desire te get ahead. 


: \ a iy 
Employees refloct treits cf thoir supervisor, "The kind of person . FR 
the executive happons to bo alse hes a good coal of boaring on tho amount Hig a 
of influence ho has, He is a symbol to his organization. His attitudes a a 
and actions, both public and oriveatc, will have an offoct on the attitudes Aid | 
all within his orgonization. If his choreetcristics and eetions et 
to admiration, his steff will unecasciously be motivated to resnond 


to nis loedeorship 
vensibility for: 
Ham Sclecting ond develening assistonts one suberdd 
Coordinaticn cf their work. 
Solution of problems. )) >. 
Advising and guiding» 
Leadership in werk pla nines aneh oxceutione 
\ ‘ 2 ; 

_ Personal charnctcristics and advenconente ech workers: ‘havo. 
ecnnotonec, industry, intcllisence, cud many ether @ccd' qualities 
succcod nts) indifforently. Othors, whom WC senotines envy and « 
norenr to lack these goad mera but anor advonee rapi 

Y ia gia 
Tt decs not soon 
letine to ageressivoncss, solf econ emer 


AES: p> 


scnotines cnable apparently. ill-quelificd wee ons) “te suecocd Ks 
proportion te thoir truce abiliticse Save nent } M 


ae 


“Scene: fail beccuso thoy spread Unes ites (er yeahs ‘or beerus 
aZincsse Ma ny do net hrvo the Ba ie # solf-rronotions ies 


That the neccssary spéeina. ate ractenierins oon be nequircd « 
covolopod 18, theoretically EUG eo THe thoy will be equircd - 1S) 
unlikely, and the loscrs may <5 wo | 2.80 their linitetions hone 


and oxtract joy lt their work bi hee 


m4 


Gravhic Presonteticn oar oN ETA Beas 
. by 
Jemos Le Bucklor, FCIC 


ole Gewmuates-tr ons defined ¢ a8 transmission of. thought by visual 
Dai ori heer ine (nr gedss : Re 
Flas. Visual process a consumo 1s 50 enounts cf time = reading sae 
ey er oxenplo. | | . 
%e Verbel >roces's Tans the risk ef loss cf idea bechusec row 
‘cipicnt cannot "picture" srosontation. 
- Cenbi zo benefits of beth with vi puck cide. 


Grochic Prosontatios ef Idea 


“Vinvia” 
Forecful 

Ei Og Ola anaeae tt ale , 
_ Tilustrations of idons 


Pee 


tay 


| at Bheuter Gen: iis Prosontation Accomplish? ; 

ae take aes eh co Wee i ) atte 
2e Greate intorest. : 

* 3» Inorease understanding, 

By ae Increase rotontions 


Dg Pronote eotions 


ran 


lays voy Idons Be 


ripe vas Gal Charts 3 ae Ni Ye\ebaha bits 
2a; Photogrenhs a Liariitat ti § 8. Movics 
key (OO ACCES! Luk ? . | 96. Slides. 
) 4 Doemenstraticns ‘1 10. Film strips 
PCL act NE" og TOR ean ASC es i ii h Lan Dem at Lasts ory, 
ea Statistics ee cherts 12. Flesh cards 


Put down aay A hoienes a subject 

De (Organizo. thoughts tc develop best 
aes Rough out presentation that socms to fit situaticn 
Praig Won wa Sr individual, smoll group, largo group, ote.) 
‘ii 40 Discuss. .2t With, orvtrycit) on others 
oa Reavpraise methods of presentation 
Prepare in finel form: ih 


ee ‘le By ee as the rosults: 
_ the same oe ee 


Bil sears ine ae at ane oft whet grephio’ 
accomplish to the results obtaincds ra 


DAR 


Fics i 


tay 


; How to Soll Your Iceast 


br 
ty . 


Merk M Kirkhan ie BLE ‘ i ra 
Mehbawe’s: pS 
Henry ©. Starns, OP 


‘The treble wi th trying tc $611 ideas in that people don't always 

“buy thane Have you cover wondered why? Have you over thought that if A 

-you-had prosented your idea in 4 different wey thot it might heave been ee 

ccecpted? Nata Piatt: ‘ . ‘ 
. * 


ea 


: Before you walk hoes hi Bossts cffice ond sey, "Now lcokce here, ay 
this: is a peacherinc =." you might went to prerere yoursolf, It will bint 

groatly increase your chances for success. The boss will listen be- 5 
gn Use hetll sense thet youtre not gcing of f helf-cocked. i ; 


Hore are seme things you must news, 


Pie, 
| Know your idode Knew thet it's c gent che, ( Yeurcantt sell it if a 
yeu don't Inow whet 3 yout re talking about, Know every phraso, cvery ‘roe el 
m Peoek,’ every applicetion, ovary. on Know perticularly hew it will - Ae 
benefit your customer. ‘Bo ocroful though, dm't let this cxeminction me 
‘dll the arene 


"now your’ custemor. Know something about the fellow you are. going Bae 
ne oe ‘Sota We will call him tho oustemcor. Find. cut 211 ycu\can in yee 
advance. Find cut his nanc, spoll it,. sound. it. Make up your’ mind 

that you liko him, Determine the host timc tc sell. Make certain you 
don't by-pass scmcone in the porate Find cut what you can abcut 
othe orgenizati one ci . a ia 


f 


nt i 


cru oalirenael' ts Nous ci ccounes » io ro’ the, importent:-cor) ini iho ae 
machine. Without you nothing can be accomplished. Let's do scmething } 
about Br ae i) “begin with free the Sih ees germ of enthusiasms 
Desiro to be successful. Back your desire nee the belicf that your 
ee as good and thet you ican soll it. Reflect sincere ccnfidence. 
 Exemine: yoursolf carcfully. How can you cnswer the-fcllowing questions? 
De you ure the follewing quolitics? 


y { 


Cal 


Desire = Do you 1 roally went te put it over? A 
Enthusiasm - 4ro you all steamcd up? Emorson says, "Nothing ereat NENG 
ee has been’ accommlishod without cuthusicsne™ ; Ae 
Confidence = Do you beliove you can put it over? De you have enh 
a ae confidence’ in yourself and in your daca? 

Courtesy - fro you friendly end tactful? Do you like people? 
Annreeiation - Can you avpreciate tho cther fellows point cf view? 
_ ‘Sincority = ire you honest ond forthright in what you sey and dc? 
Initiative ~ Do yeu do tho right thins withcut being told? 


Thinks eu - ‘Do. you teidcee mae a) man S hamiaeh sc is. Me 

iopoaranes = Do you believe in soap and weter? The “frosh lock 

Ability - Have you develcpod any social abilitios tc holp you, 

cut your idefts ‘across? ' Have yeu hed any ce easy 
training? How are your speech habits? Whon a 
scoms difficult it proves thet yeu aro goir ng 
the wreng Woye 

Cooperation - Do you cocperate with yoursolf? 

TT @ squarc deal? | 

Loyalty - fre you leyal to yenraes One way thet you my ‘bo 

cheating yourself is by not aniling. Renombcr thet 
whet vou radiate is os taseceual os whet you a 
ony men rast cut, Low woar cut. 

Perssnality - De ycu know hew to cash Yn-on your Sareaned dine 
Detcrmine what you should be and then seo to it 
thet you are. Use mere cf your abilities more 
eften. Seal tht ays ef cS 60 et SSCA) Be 

Do you put yourself inte the ween? the nind « can nly held. one: 

dominant thought ct o time. Lot the ico 


Rea et throughout your preblen, neikine the +. you cane 
belief beceme a fact, Stey awey from EM gh cnd anxiety «as much as 
you can. "Don't take yourself toc soricusly.' i a eg 


Know your nlene Of ccurse, before yeu can know yeur plan you must 
heve one. «#& plan is simply a4 road mep tolling you vhere youtro geins 
and hew te ~et there. More specifically it is an cutline cf the way 
tc nut your idea acrosse It is ¢ schedule of stens eee to soll — 
(one Leek.) Lao. plan ene ‘be broken down cs follows: : 

LAAN HP Seach gate ol p nay MeN cy Hsin er ion setting the undivided: ettontion, of 
an ) > the. “custemor" | 
resentation. This is ye the cust er hov. the ion wilt 
Tagine help Kime | 
-Denenstration. This is) showing the value! cf  EneGa 
Closo,. This is Re the customer's anprovel. 


ds formal written plan is not gcing to be sessible Cr: necessary in 
every instance. Howover , the mental gymnestic » of running through the 
cloments of the slon end “lining up your ducks" will poy off. ° eye Oe 
will help you think the ereblom through, bo fully prope rok, and- be ablo 
to answer quosticus, ifter you have your plan, oither scratched Cane em 
ecard or zcted mentally, stick to it. Let tho plan take over. Tet a 
drivewyou herder than you weuld Lot. ay MeN crive Poe en 


The way to gc abeut ite. Now any +70 be VO. peaenian run over tho 
Panes of Di euta een) etalon hike te dE SAS Sale Sines 6 Leta elie 


J In spocking, usc simple laces You will increase your response. Ae 
our custcmor wy bo able tc keep up with what you're saying. You Rie 
it beth be able to relex,.. Stey awa ys from a drab, sing g-song vcices me 
Speak up and cut. Talk te the ‘customer's consciousness. Put a. little Baty os 
drama in whet you says Ccler your words by tene and inflection. Use th 
werds thet MLL. & picture the evstomer will want.to buy. -4waken | ‘ 
the customer's emctions, Bring his inagination inte play. Help him ; 
sco” the bencfits yeur idec. will bring ° 


Dent forgot thet in all aun iedy ine your words must have inpact, 
- sinecrity and eonvicticn. In se spoaking you will inspire confidence 
and onthusis +STe cin vie 


f Geena) don't arg guee That's like sehiine your idea a vial of 

arscnice Ifycutre wrons have the couress te cdamit tte You will in- 
pemea BS your chance of SUCCOSSe A RAE a4 a 

A mak 

Tho wey thet you go Eee AG een tie he mportent ~~. net dS, bne | 
way you conduct yourself, your manncr, Show & gehuine interest in Ne aaa 
people, Yeu have to be interested in voople = you want te be succcss- ey 
ful in anythine. Be infcrmnl - net stuffye alive te the situations — $5 
You will find thet meny ways cf achicving se pe may norosent then- an 
solves. Be rescurceful., If you can swing it try and cc the usual 
thing in sn unusual WY | Ae 


Sa 


yy ‘ } * 


lee a pied ligtcner, ou will Nan more about your custcncr. 
‘Dontt let the customer tum you awey from your ecole Carefully ond 
-inoffensively turn your selling back to tho idea. .Nover onbaress or 
criticize your custcmer. ik Sey Poa his point cf view. He will be 
more Seely to approciate yourse 


The Die igehs “The first step in the sclling plen is’. the approeah. ae 
‘The preliminaries heve beon cone avoy with. Yeu heave stucicd tho idoa. Be 
“You ative scrothing about your custcmcr. You here written and sounded 

cout his neane sovera] tines. “Yeutro ready, The secretary nods you, in. 
. : , Po | | 

be Your first ob joetive Ls tc get “his haeingns and fevorable aottonticn, 
You have to blot out overything thet ho has. buen thinking: adcut. You 
“havo | to divert his entire bi bontlod Ge you ond hae you have to sey. A : 
compliment may turn tho trick. alt should bo timely and sincere. Ono ma ) 
of the best ways tc got his attenticn is to offer to solve cne of his He 
problems. Romember ne is. mcstly intorested. in things that favcrably . h 
“influoned hin. nes: : A 


The sroséntett ons ‘The seocnd stcp in the’ selling lan is the pro-. 


sited TE Sacchi anaraoted nile andes ae 
See peep You have intcrested the customer through your apnprcach. You 
new he “vo his eomplete attention. hat 


». .Tho prosonta tion ‘is. sinvhy ele ting tho inte to tho custocor in 
uch a way os will arouse an cager went. Youtve got tc: ecnvince or 
crsuade hin thet your idea will orefit hin even: though he cicntt 


oxpect to isp it whon you first cane ins to bos 
youtvo gct_ to sell whit the idea i rolae teyeent 
thet ifr tho idea is put inte offcot at will saree fevorsblo resul 


MIs Keep his intorests in mind. 


He will oxpoct to pay for tho idoa. Ho knows. thet 3 you PEN ob 
oats for nothing. Te prepare yourself for this step de MS ‘little 
thinking befere you go in. ask yourself © . for questions. Just ho 
is Joho idee gotnue te “ponefit the bh aiaselae “ill it save him money, 
melee | him mere confertablo, make him mere securo, inerecase his O} 
melco dea Ven theught cf, sae him 2ypear int solligent, cr ekaee: 
a croup or) “preferable Habitat: oki 


lie y Maer in esi 


a 


th 


In your spea cing Loe Yes expericnce the doles ‘of idoa “ownor ship. 
Lot hin nontally exnorience the rosults. Oy FAS ALORS g Creete fs 
for this cumorshipe Develop an appreciation of tho val Lue One the 3 


Nodding your hoad up enc down s you, snot isa postive 
It makes the custoner went te ned his hoa alsde This is 6. 


psychelcgical device te aid in doveleping “eecortance. sty Dena: 


Of course, in your goal t¢ impress the custener Sere ‘tho - IOSH 
cf the idea you are going te be quite onthusiastic. lphanuate seine os wo 
already knew is neecsmry > “for succoss. & word cf caution however, 
don't ovorsoll.e Meke sure cach cf your stotoments 1 will mot ie: 


- , y 4° 
x 5 ees 
vir 


Moke your roascning logienl end acceptable. A fidal | wave ver! 
will only ongulf your crm chenees for succosse Loay mC high pressure 
‘the “Joathor Buredue Tagan 


a ; ah. iyi aia hes ‘ i 
sheet yey . 


in Tt may net be pessible cr oven. advisable te try and a , “the! 
ie --4den: in one fell swoop. It may be a much potter “ob, to just got cur 
LOOG ae CHO) ACEP 6 UT nee ean show the value cf a preliminary a .c ont 
Ay the renaining steps mey later be cecoptcd with little argunont. 
cthoer werds bo vrepared te break your icecas Raat a io 
Vou Chine Dr a 


Sungost one. vere ea if 4 the nee Ayan oe ee ae on tne. 
ones A&A half 2 loaf may be better then Bones You mey still be ab 
soll na oririnal ides latore | LL Pee ales aa ea 


Wetch your tining. If the custeoner has just received “sence. ¥ 
distrossing nows -- bew cut You won't be very. successful in se 
inte 2htontions.), 2D he hs inirere goed huner <= piteh an es, erivo 
noints home. rk Bee Le 


Finelly, con't give up when ho -stys, Moot, | 


as Sova rel encouracine things such cou tee nck ales 


Gie) 


dentt understand ite" or "I'm vory vey a ari oaks c 


denonstration, The third stop in the selling plan is the domo m 
: We now heve enpturod the attontion of cur customor. ‘ye havo rea 
xpleinod the value cf tho idea to him. Now we're roady to shew hin | es 


hae ae Ae va tactical tcothy sicka or ideas; you soll by sight’ (85%), 
hearing (10%) and taste, touch, pee smoll (5%), Ideas dre related. to 
thing 5S WO CAN S006 Role .te your ides. back to a visible cxhibit or 


. 
‘Suppcso you wore given the job cf irening 
in the eafoteria, After a survey cf the situation you diviso a 
for action, New you must sell the plen to the besse You might . 
cemonstrate your idea by 2 chart shewing the cafeteria traffic during 
the lunchecn poriod, Be caniseo-a chart, The: linc taking & sharp un= 
ward turn at 12 ofclock will shew tho problome You may have ancther. 
chart showing the cafctoric load efter your idoc is put into effect, 

atc bo sure, ‘this is a He pbasene situntion but’ 4% will quickly show what 
you hope. te achieve. You may wish tc selve your preblom by putting 

out & series cf clever vesterss Thoy woulda invite tho onrloyeos to eat 
Moerly or: lotey. Tolling abeut such posters mey\ turn the trick, ‘But 
having semple posters reedy. to show will increase your chances cirht- 
fold. ‘Incidentally the posters should be cesigned to shew the emnloyeocs 


fehols tho neon peak oad 


Re 


be heard, 


| eae 


Make your i 


. Pen, Eee 


3] | 
| Cae closce. 
eustemer te say . 


start near the b 


the benefits rf oatin 1g early or late, 
You aro comenstrating 


3 
Ce en 


osy to accent. 


be one ‘domenstraticn, 


vhich you sce belo 
shortest distance between two minds is a nicture, 
— ne 


TNS 


‘a Oilnr 


your iden. 


Offer to test 


nes to you; that is yourse 


1. 


at's, The 


also solling 


. 
LU 


st my 


The 


Fron the fay moment of sellinz your idea. you ne the 


NV 6 s ae 


efinning. 


Polite society usually gives ¢ 
The Sy aun cr, deesn't alweys ccme at i, on 


TNO & 


chance to 
ad, a lean 


Eerly in your talk you might say "You-are 


really going to like this." This is nart of the close. You are pre-= : 
paring the customer to say "Yes", H re are sasc cthcr ways to got the 


: Ne s is ° 


ve 


Youn: ght sum uy 


You might offer eltcrnative weys of 
oy) right away or do 


ACCEPTING » 


you think Mondey will be ‘scon cncughe" 


what you have seid and osk for a 
& new rating system will save tiuc, civo us 4 


better iden 


"Shale % 


cecisione 


7 start 


"Putting 
of employce 


you tine by eee 


_ the 


‘porfcimence, anc reduce employee cbjecticns. 


It 


WiLL certainly sare 


You rel simnly ge 


ohead end 


suggest (6 


nunbcr of employce grievances," 


GEGCisions 


“Will 300 copics 


You mi icht assume 2 feGedar ae : 
schecule will certainly put 4 feathor in your ees 


You might @sk questions learting up to; <, 
"Do yeu fool thet wd need mere sociability 3 = gi a ae 
you like hith cless dancing cortices?" Yoss. "De you: think thet “thi 
inercased morsle weuld reficet favorably on ycur wiso dccision,"” 


Woe) el) thetts why we ean to ee at V neathly ies aly ce Be my 


te eet torother.,, «break Cow; 
pnd heave oeccd times This will increase te mor 
roduce tho turmcevore, I'm ‘surc that eo wi 12 ‘be ecx hee ‘for 
deci'sicn," : 

Sclgs cro mode) in the head. The custenors thinksr is y cur 
opponent. As soon 4s you reach «4 favorable mocting of te hen 
site) sheuldvca nencese Misi Ohi CACC RUE AEN 


Finelly, thore is nc stigna attached to’ csking ine custicnor. ‘fo: 
@ favorable cocisicn, If cvory. other. Woy of orcelking hin dow fai 
if he docsn't cpen his mouth Curing the entire talk. then you havo 
teke diroct action. You heve to ask for his reacticne This doesn! 
mea, thet shen) ie /loste) ct, may tmeai the be he is. chewing over ri het 


heave said. Doliberate pecple also scy eke 
; { 


/ >» 


Seekers to romembore » There is” orice fey succoss in ony hy 
ondeaver. Roading a nepen er listeh ies boo take on “Hew to Soll 
Idoas" will net assurc 2 favorable rosmonsc. Thore is, hovwey ver, 
action that will so 2 lone way torhelos” dhis ia oleing: simple,. o 

ashicned work. ‘Werk méans thet you) sro willing to. pay the oricoe 
Te moons thet yoru s‘motinos heave ae stick your’ noe out. to. sco > the 
cnpertunitics « ahead. 

Thore yeu heve lege clling your idoa eke bring yous a1 4 suet 
gcod “thinss you desire. De you wish ¢- start this afterncon' or| 
tomorrow? ; aba | 


‘ ih 39) f fe ; N « a en 
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M M. Taylor Syseey 


Rofercenccs 


1a ‘ => : y | 


4 Guide Tc More Effootive Speaking 
eDelin Office qf Persscnnel, Vie shincton, are 
ministrative Serics NG. 8, Aivee 1250. 


: Provont ing Wctecne Accidents 
UsSv Dele; Office of Porsemol, _Washingten, De Geis BOLE. 


Ge Modeines: Guids end Scuree Bante 3 
Soran (UsSe Government Printing Ottis, Sean March, 1946. 


chat Resoarch Shows! About Visual Aids. 
Me SoD ates Sxbonsicn eke Sie: (6-49) 

Tolonhene Vemnors 
Be tae Oe iae of Porsonael, Vashingten, D. C., 1941 


i ; : \ : % 


dpe eeorbets ch of this material lead ares a lanes on af Reading 
Breen -- heow we can increase, our rate cf reading at tho san¢ 
: tine: mainte Vin or ineres ‘se comprohensicn of motcrial road, 


fi bok Chain of Command 
Line anc Staff Relationships 


by 
Willien F. Loffler, BE&PQ 


Te Introduction 


i. Tho subject of Chain of Command and Lin ‘ané Staff Rela ticnship | 
is difficult to discuss as 4a soperito subjoct bocause a the Hy ke 
_intordependonce of all phases of ere ranizations — Mae 
1, This eae ovcrlans other eubjects discussed ¢ at this mooting 

ineluding 

oe Peiesiteie: OT Organizaticn ¢ and Dolegaticn of luthority 

be Policy Making : hue wei, Bhi i 
Ge Solling ideas, and cthers. sone. no i peoe 
Obi VAS dn any. phaso cf odministreticn tho besic Dp i 
and Staff Role aticnships ora at on whet + I like + 
“common everyday horse scnso". | ‘ | 
i 3. In provaring this ¢ Lis cussicn tho following reference material — 
i wis used Cee ar 
a, Army Sorvice Forces Manuel My 703-2, “Control Monuel". 
b,. “Principles of Staff Cnoreticn and Supervision in the Soil 
Censorvation Sorvice" by Wm. R. Van Dersel. A 

Ce Casc Ropelne in 1 Public idministratione 


y 


ils Definitions (Besis for Common Understanding) 


Ae Steere .offinoor efficer : 

4, Sccording to Nebster's dictionary a staff office ist 
ao. i boty of assistants tc a supcrintondent or monager. 
be (Military) Jm ostablishment of cffiecrs not having 

command, but having cdministrative and executive dutics. 

o.)  Sborr eizicons nett have resvonsibility fcr a specialized | 
function ncedod «s on adjunct te aeecmplishing the cbjcotives 
The usual staff decane which most f us roccgnize nro eae 
a. Porscennel management 
be Budget ' | Dan 
Ce Biaiiien a eb iue auditing, payrolling, accounting, ctee 


} y 


Lino officer A ey 
1, Webster's dicticnary, while weak in defining this torm as 
used in this discussion, does hove a definition for the “ie 
military which may be used. It reacs as fellows: 
a. in tho United States Navy tho officors whe have todo. 
with the fightine cf a wir vessel ond with its motive 
DOWCY e ! | nae cas a 


_ Line of ficors cre these miocedy rosensible for a2 given 
segment. or portion | api an organization which is enga ged in eae 
Nara via ca eae out the objoebives cf the Hata ¢ aad Ona | 


Bowie sp ' 
4, Political authority is an absclute cuthcr ity based on or 
 steming from the desires of tho politicnl head cf a naticn or 
‘gountry., ieoe, the kine, dictator, sr people (as in tho case 
Of aor epubiic em: comocre Moat WoMaey abt 
2. Onthe other hand, administrative cuthority als pascd on tho els. 
- yosition held by an individucl and ceases to furction fcr the es 
dndivicuel when he leaves the position, ise, Scerctary of 
he griculture, President of the United Statcs, Seaton mene gor ma 


of a Lirm, Ob. 


Ro Bite: | 

1. Respensibility is the acecuntability to cthors with a highor . ea 
authority and is based to scme extont cn the oxpectaticn of i 
accomplishacnt. 


Tite oho t tn -cf Commend ity 


‘The chain cf command is the line cr flow cf ¢ nutherity and 
“responsibility within an organization structure. It cén be ‘ 
‘conside ered the nervcus Syera einey Nash the various activitics 

are directed. 

i ius edministration cr ep antace of ony eae or organization 

must follow tho normel chein of comand ta end from the 

| administrator ¢ and his suber@inntc superviscrse 

Be dts AS orgenization inerosses in sizo this cuthcrity 

rospensibility must bo delogatod to subcrdinates and in such 

a mannor as to be elca wily understece enc within well-defincd 


limits. 


be The organi zaticnal structure, cia io tants the infcrmal-crganization 

is influcneod by the wry in which the choin of command is recceg oideens 

‘1. Whon cn organization is scund end all supervisory Gelowsea 
‘-recognizo and sdhere tothe or oper: chennels its operetions 

tend to be smecthcr end the relationships between units cre 
ruch mero offectivcee 
However,. if supervisors dc net follew the proper chennels, 

organi zations 1 confusicn is very likely to hespen with the 

rosult thet merele is lowered cnd crdors anc cirections “re . 
improperly carricd cute 


IV. Staff and Line Roletionships tis 
aa sta ff officers orve As aides cr advisors tc tho cdministrater in 
a the over-all Circetion of the werk of the econcy. In carrying cut 
these rosnonsibilitics staff cfficers shculc acheoro te the fcllcw- 


ON principles: 


1, Staff porsennel vere ¢ asisterts toen ¢ aéminist | 
suthcrity they excreiso sheuld be oxereised in his name. — 
2, Steff membcrs in an orgenization sho ulc be well informed — 
ie programs, pclicics, structurc, objectives, trond CS, 
eporating method Se — | 
3, The authority of ideas is gaan alveys as effective eas tho 
authority of command, provided beth are con nsistont vith the 
same policy and aimed nt tho samo spjactive. 
Objectivity on the part of « steft aCvi scr fosters: ecnfidone 
in his rocemmoncationse 
a, Facts ene idots marsh. lled in advance ine nood are uouclly n 


usoful then if they sre assomblod ‘only en domand. + oe 
6, Steff monbers must keep up to date prefessicne Aly. a perhyN ic: 


Léministratoers ond lino officers sheule remember thot stort 
ero in the organization for « very definito purpose end should 
used aeoerdinely. 4 free and casy exchenge of infermetion will 
bring about ¢ bettcr utiligaticn of ‘tho spgei,el know Ledge which — 
staff pocple have aveileble. | . 


Prcebloms consta ney confrent ste ef Sorscnniol in the day to day 
cischargo ioe thoir rosnonsibilitics, Some cf theso are the! ies 
rosult -f the staff member himself nn? ethers result from 4 We 
net toe clocr understanding ef the line end ier rola hicnshin | + 
en the part cf line cfficors. Listec below «re scme CP EnS ae 
mere comion proeblamse : Re 
le The ofton ropoeted or itdecd Ban icine of, Has ore ee 
steff pete Ray arno.a necossary © vil which should Re circum 
vented if & 11 nrossible. ! 
ASS id ate pee NE @iscnso cf sclf inoertence, en the beet oft 
‘staff norscmel. This oan teko tho forr ef insistin: thet 
the steff functicn is the most incortént cr by. trying tah 
- enorate the linc functions threush Ciroctives thet ees 
not boon elcared at 2 hichor Lowel’ iN 
3, Byrassing the staff nersonncl on the vort of maaan fsprate 
‘during tho slanning stases and expecting the staff nernlc 
earry cut its. funeticn officicntly. amc end 


hes ANCA GN I Ma Tad | 
“Pho Ldministrator's Responsibility Per Public Service 5 


si) yep ch ue 


Te D. Fentaino, BAIC 
N38 maa 
W. F. Lofflor, BEPQ ome 


“ho is on administrator? 
in administratcr is © person whess. energies are devetct, broadly 


sneaking tos 
ee Defining the cbjectives of their aAccncics. 
be Planning the programe 
6.) Devoloping an ergenizaticn preper 
i out tho progrenmes . ; 
de Scheduling and budgeting the progratte | 
‘ee Doveloping the necossary sntorrelationships, channels of eat 
communications, work habits, and dceetrine fer the organization 
to movo forward «s an harmenious team. 
£. Establishing covices for entrol and coerdinaticn. et, at 
eg. Exercising oversight and guiding the evcraticons cf the : 
: establishments eye . | 
he Meinteining and roacting to. many 


ly staffed to carry 


t 
e * 


“external rolationshinse ; 


ie Tcpelcvol administrators ere generalists. Tho best cnes in goverment 
- service closcly enpreech the politician in ebility to woi¢h fcrees, 
— sontiments and Coman’se They scmehow especially “understand the iis 
country", cor large parts of it; such umiorstending, indced, is the . : 
». crucial essential tc supcricr public administrations They better than 
anyone olsc, undorstanc the noliticians, They umiorstand exports, tCO6« 
Just belew the level of such pelitice1 public administrators are 
te he found strictly civil service cdministraters~f sinple pric, only 
s slightly loss politics] quality. The bureau chicfs arc oricnted 
principally toward somments of the public interested in cr effected 
ho staff officers “re cricntcd ~srinci- 


by the burcau pregrems, while t 
pelly toward the roocheiliation anc jntesration ef the burcaus with 
each other ond with othor organs of cevernncnt. 


‘Whet is rospcnsibility? | 
Raspensibility is ececuntability. The respensibility cf an 
“indivicuel civil servent is to the hicrarchy Of NLS SUpS TOOLS! = 
to the legislature, to the courts, to citizense 


hh public service codée 

a. Efficioncy, courtesy enc inpe 
ereitilzens » 

Prevision ef technical anfo 
standeblo formse 


rtiolity of service tc all 


rmation in adequote and under- 


’ 


ane. and OE ‘ i . i 
ds Fully offective and economical Ae, persemiel, “equipment 

and BUBDE LORS ae | oe 
fe Pranvt adoption and wide applica ion of cht pra cticablo 


econonics of administretio: Lai. ‘ 


The enncont) oF toublic. sorvice"’ cg ¢ res” sonsibility. of goversment 
administrators nermeatcs the ontire thinking in the. ficld of Tas 
public administraticn. It is impossible to talk on any subject in 
this fiold without sconer cr later making rof< ronee to this oone 
de eae ~Most, if not all olons, cre predicated on tho i 

| : basis thet ‘tho ond rodent cr’ chjective hon be- 


‘ 


met must be of sorvice te tho DUDLIG ae, 
be Orgainizeticn - Organizations are sc Aosicned es) io hme ke en 
possible to carry cut the cbjcetives: “of the B 
or agency in the best manunor.e ~ ee a 
Controls and inspections are nocessary to insure. 
thet the public gots tho service planned one 
‘Bucgots end buds notary controls aro designed to 
insure competent ond cconcnicsl expenditure of 
public funds e ’ : di: 
Communication = One important shaso of communieaticns is Hoh 
insure thet the admiaistratcr is infernod OF, the 
public's desires. 
ere such amet ts enn bo citeke 


Who is the Moublic"? Wee 
a. ‘Wobstor's dictiontry: “of or norteining te the reople 
whine bie, boloneing: te, ors affooting a netien) steko ve 
cemmunity at larce. : 
Wht perk cf thas nubl ic Aces) the U.S.D.4. ide intakes 
Ne considor in-his \eperati ony, dnd coos it neturally, fall int 
| distinct arcups? | , 
Gipe Politionl nublie | 
(a), Congress 
Cb) ie State ned) Lacat officials (ineludi ing ether. 
movermment agencics) | 
(c). Representatives of foroign nations 
Orgonized -ublic (sc-called pressure groups) 
(a). Ferm grouns (Form Buroau ercuns) 
(bd) Trade assceinticns (Deirynoats associa coe 
at dts nenufacturers) 
Ce). > Labor unions , | 
(3), Uncrgsnized public (Jchn Q. Public) ; 
(a), Fermors + 
(b)» Individual citizens 


, 


66. Do the'se ne the pets CL 8. cer ema n 
Ge How --- | iat 
ee ‘dulieat et pe 


UTM At eM eas HON gt v had tie vate LOR k eras | 
ay 3). Frustration, being cror-valuod on cecisicns or 
he hn ey : M 1 ; ie) 


_ Can those somotimes 4 dirootly annroving intorests be reconciled? 
a, How can the administrator operste under such conditions? 
q@). By riding with tho tide, particulorly with the strongest 
pressure group cr nolitice1 marty in office. 
- eaaa (2) By running the orgeni zation according tc the bock, 
Reman tt ye in ignor ing any and oll groups outsice the immediate 
orgenize .tione , 


iy Me C3). Tho EA opine administrator mae have. Saver copes v1 
Ha rato scmewhcre bctwoon these oxtremos, 


courage and cp 
as the oxi gency ef the situation 


giving end ue 
eA a demands e 


‘Summarys — 
In the lest cnalysis, the sevorel critoric ond chicctives af nublic 

administration ean be rcselved more cr less into a unitye Efficicncy, 
whilesephy - ell cf theso are invelved in the OS ta 


planning, prin eine, 
provisicn ar sorvics for tho seamuntiy! wontse  Governnent scorvents 


“should never lose sisht ; af the fact thet the public is their master 
end that the fulfillment cf cermunel | wents is the ultimate test cf 
peal their activiticse But 2° ministre .tien is more than a lifcless 

 pewne Tt plans, it cont rivos, it philcsophizos, it ofuccttes, it 


builds for the community ©s © wee is 


s 
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In cheesing younsor men for, Pomerat ttt inte the cxoeutivo ranks , 


i 


con the notentielly successful oxecutivo be aaah in adyesep tae 


ef the anata oxocutive has tho Pellewing ER a reap gs te 
which can bo spotted in advance. Tho unsucecssful oxceutives hsve 
twolve "traits", any ecmbination cf tarde is iia id sufficiont he 
undermine @, business eanoor sil) ot) Tbe 


Successful Exocutive "Traits" 
ichioremont dosircse. 
Qe Pleasure cf accommlishmen ; 
be Motivated nore by shook 00: envlishnent of the werk itsolt. - 
Ce Tasks well doncs 


1 


Thevider, of SU eas 
Q2. ‘Idea of authority is thet’ it docs 
stroinvhim: he gecepts: it without a Fak 
be Locks to his superiors /&s persens of crceater trod: Aine pnd | 
expericncece on 
Ce &cconts without srojudice eye ting dircecticns. 


Stronz mebility drives. Ki 
Qe Strong drivos, teward’ nehiovenont, Y ric.t rowards end 


SM ed ah wll ey ova en ats 


@ 


Orcenigaticoncl abilit 
Oe Ability to-bring ‘cr 
b. ) Orgonize Sigicrontiee ie , . ial Ahi 
Ce Procicting the ouboone pf their cecisions and Gotiens. 


4 


out of chacs. 


Docisivoncsse ORE : 
Og) RAPA Ere eccisions not usuclly nocossary. Say an 
be More crucicl = ability tc eae to & decision amohr several» 
altornative courses cf noticn Keane at 
Ce Nothing too cifficult t« tackle and try to sclre. 


f 
‘ 


Firmness of conviction. 
a, Diffcrontiate sbotwoen  pocple by the roletive. strength or. 
‘woalno ss of ina noticns of solfidontity. 
‘be Some norsons Ine Cofinitenoss end nee ery, inf lucncod 

by outside sorsens. 


Others (successful) aro firm end well defincd in their sonse 
of self-idcentification. | ni Gy ean my 
a. Know whet they want and have techniques fer gotting what 


yas 


thoy want e 


~hetivity ond aggression. 
a. Essontially on active, striving anc aggressive person, although 
. net necessarily so outsido of business. . 
be Activity and aggressiveness alweys woll channelizcd inte work 
or struggles fer status and prostices 


8, The nocd to overceme ce sonso of frustration. 
a. A porvesive foor of feilurce 


PY Da MRCOLAST «| | ; 
a, Strongly awero. of smmodinte roolitics ond thoir implientions. 


bs Keon their foot on the ground. 


10... Relations with others. | + 
Leoks te his supericrs with ¢ fooling of personel attachment | 
and tends te idembify himself with thom. | 
be Responsive te his suncriors.e | 
ce Leoks at his subordinates in sn cssoenticlly innersonel way, 
— -gsooing thom os “doors of werk" rather then as vocvles. 
ad, Sympathetic with thoir nrobloms, yet treates them impersenally. 
o. Only dircetion of his emotional cnorgy thet is real toc him is 
He woward jand toward the’ symbols of that unwerd interest, his 


sunericrs. 


ra) 
oe ae 


‘Ul. Attitude toward parents. . ya | ; 
a, Tho successful cxecutive is "ao mem whe hes left hone", 

be. Ho feels and acts’ as though he were cn his cwne 
Mon with a strong omotional tic to their mether have 
 gystonatically had difficulty in the businoss situaticne 
a, Tho tic to tho father, however, ust romain pesitive. 
Lo hocpy relationship with the fathcr makes it casior for the 
executive to work within the framework of a large organization 
with its alrcacy established sand arerativo sot, of over-all 
goals and preeedurcss- Lee . | 
f, Those executives whess solf-asscrtion is stronger and whe une 

_ consciously yoern for exmplote indopendence - that ie, are still, 

firhting tho fathor - Will Pind it imvossible to work within ¢ 

framework of © company policy established by supcricrs. Thoir 
feelings of loyalty cre tc thoemsolves rather thon to company 
policy which is the impersenal countorpart of the fothsr-imago. 


Unsuccessful Executive "Treits" 


Wa, 


The imbility to soe the foreste 


* 


Ine bility ee eraso breed prcblens « 
of action. anti 
Dei Loo Reed teai aod 


Foilure to carry. res>cnsibiliti os. 

Uneenscious c¢ésire to do semothing Ol seein ne 

a, Dissatisfaction in working ct 2 particular job. | Res 

De wilt is a common technique to exhort such -ecnle "to sottlo 
down", reecgnize thcir rosnonsibilities a mad { eragy: their mi 
a iMate ig But such imate almost. ; dnverdebly Fail 
couse 

Uncedeed olts desire to be somecne olsc, 

a's These mon hb seok anc recort ros-onsibi lity fer beyond. ‘ 

- experionee and judpment, unaware of their cwn deficicncios b 
Ue beatae idetemdinea uren setting tc!bo scmothing 
they are not. ; 

yen fon Oxpross cGreins sued Pitie Vee) es at ets a 

Ce leaden ney be embitious for broad executive Hower ond success | 
but sc\intclerant and bored with tho Anbcmedinte bee ge thet 
he never carns success. 

be Cannet rreduce rosncnsibility at tho lovels. of Be 


\ 


(Inability. te moke room ae other nooples 


Ge Inability “te zot alonz with necple" 
b, Inability tc aceopt criticism and te take umbrage at cis- 
‘senting, points cf view. . Piped eee 
Ces Bonenercbe end -ineifference’ ta the nocds of cther mon. .° 
Resistence te cuthority. te id Mies 
f~, Phoy carinot.: Secort the dircetion cnt sunervision of ancthor 
person which mokos thom fcel thet thoy cro bein: pushed arcu 
, Que watched’ like ea child. Ry ve 
be The men hag possibly never ee ee ke the usy his 
father throw his woisht. arcunc -t home. h 
Range cf rosistance verics frem the chrcenic Inte oondy one 
the man whe s-mchew TCrrous imnortant mectin-s and mossn 
for his ene te the retl problem whe demencs snociol - 
or ignores ¢ lirocticns, Pals ee ae 
Arrogance with euborddan toss 
rojuciccs which interfere with juc-me Cie 
Fixed idens, These nersoncol fixed ideas mey result ing: 
of general suspicion: his boss is. favoring someone élae, 
associates are cul’ "te et him"! or his subdrdinatos 
Ge jain bo rma ot bea i) ; 


enphe asis cn works. \ 

» Has no outside intorosts end relaxations te sustain his energy 
and balance his activitios. | | | 

i ‘Mey rogerd their familios and yorsonel lives as expendable. 
Ce Leads to frustration often timose- Tay 


valleys ‘Gravitetion toward solf-destruction. ~ 
Qe Scmo mon fcoar succosSe . 
bd. Meny mon whe fail whon given tho "big chenco"™ are best 
‘eae ‘described os solf-punishinge , 

2 cs Sons cf successful fathers whe sre still on the scone cfton 
fool this subcenscicus urge for failure. 


yee e ub fental ¢ ailncnts. eS) 
The most comien ailment amcng unsuccessful: oxceutives is 2 Coop 


ond abiding depression, commen bechuse meny of these mon boliove 
thot they sre net as productive or admirable or worthwhile as 

they shculc bee. i 

De ee to their reel cr imagine ry Atowrecwiuns approach 
parancidel conviecticn anAY they cannot ressibly succced. 


Qe 


| a 
on B ce 


Psychclos gical Wee ee 


‘How are. ell these traits dug out by psychologists? Hew, oan they bo 
detected in youncer men being ecnsidered or eroomed for promoticn? .How oe, 
are they uncovered in the older men? 


The outstanding technique usod is the Thometic A&pperception Test pa 
’ reforred to 4s the “TAT™, It wis originated at Harvard and thon re~ Ree 
designed by the Committee on Human Dev reLomment at the University of _ ri 


Chicazce 


} i ] haar by 
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ele ae atid end outlined o oben Pian ine BI us ind that a 
not everyone agrees with Dr. Gardner but ab ae he aa down i 
some elemonts which deserve consideration.) . ay. 


